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Abstract
Over the past decade, Polytechnic A unsuccessfully implemented several academic advising
models. As provincial funding for post-secondary institutions has continued to decline,
Polytechnic A has commenced the most significant transformation and restructuring in its
history to ensure a successful and agile future state. As resources are limited and will likely
remain so, it is imperative that each portfolio critically examines its work to ensure it supports
student success, financial sustainability, optimization, and innovation. Student retention will be
paramount. Opportunely, the literature advocates for academic advising as a critical strategic
enabler to support student success and, ultimately, student retention. Consequently, the
problem of practice (POP) explores how to develop a sustainable, agile, and adaptable academic
advising program in a Polytechnic environment that supports a diverse student body and
optimizes resource utilization. This organizational improvement plan (OIP) recommends
combining transformational and distributed leadership approaches to lead the proposed change.
These approaches are congruent with the organization’s culture and align with the change
leader’s leadership lens. The OIP seeks to understand the forces that shape the problem through
a historical overview, a review of recent academic advising literature, and institutional and
organizational theory lenses. I identified that the environment was ripe with driving forces to
support the change through a force field analysis. Galbraith’s STAR model was used to conduct a
gap analysis. Several possible solutions were analyzed, and the preferred solution to this OIP is
to implement a centralized advising model and develop an academic advising strategy.

Keywords: academic advising, student success, student retention, Polytechnic,
organizational theory, distributed leadership
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Executive Summary
Higher education institutions (HEIs) have long recognized the critical role academic
advising plays in a student’s academic journey (White, 2015). In 2012, the concept of academic
advising as a function and the employment of dedicated academic advisors was formally
implemented at the institution. Before this, academic advising varied considerably across the
schools; what constituted academic advising was unclear, and no resources were dedicated
exclusively to providing academic advising services. Since then, there have been multiple
attempts to implement various advising models, but these efforts have not been successful. With
the transformation and restructuring that occurred in May 2020, most of the existing academic
advising functions moved to my portfolio, Transition Services, except academic advising in the
School of Business. Thus, the problem of practice (POP) to be explored is how to develop a
sustainable, agile, and adaptable academic advising program in a Polytechnic environment that
supports a diverse student body while optimizing resource utilization.
This organizational improvement plan takes us on a journey of the proposed change it
introduces. Chapter 1 sets the stage for change by introducing Polytechnic A’s (pseudonym)
organizational context. Polytechnic A is in Western Canada, and it has been an established
Polytechnic Institution for 60 years. The province relies heavily on a supply of skilled workers
for technology and trades, which influences the education it provides (Toews, 2019). The
institution's collaborative culture was shaped by the persistent legacy of the former President &
CEO's transformational leadership approach. Consequently, distributed leadership practices
have been encouraged at all levels of the organization. I explore how these approaches align with
my worldview and have comprised the dominant leadership at Polytechnic A. Chapter 1
continues by establishing the POP within the broader contextual forces that influence it. The
first frame is a debate on which representative is a better advisor: faculty or professional
advisor? Because of the strong external factors that influence Polytechnic A, it is appropriate to
explore how institutional theory shapes this POP. Finally, to demonstrate the complexity and
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dynamics of the underlying structures in HEIs, three organizational lenses are studied to
enhance our appreciation for bureaucracy, collegium, and political influences. These frames not
only substantiate how multifaceted the HEI environment can be, but they also highlight the
contradiction and sometimes polarized dynamics at play. Using Judge and Douglas’ Eight
Dimensions (Judge & Douglas, 2009), an organizational change readiness assessment was
completed, which produced positive results that suggested the organization is ready for change.
However, the analysis continues in Chapter 2.
Chapter 2 includes the planning and development in support of this OIP. The selected
leadership approaches to change (transformational and distributed) are reiterated, emphasizing
how these leadership changes will propel forward the change required by the POP. Kotter’s 8
Step Model (Kotter, 2012) and Bridges’ Transition Model (Bridges & Bridges, 2016) are the
frameworks chosen to lead the change process. When combined, the complexity of first-order
and second-order change is captured, and the psychological reaction often compelled by change
is accentuated. Following a thorough organizational analysis, using force field analysis and
Galbraith’s STAR Model (Galbraith, 1995), four possible solutions are identified to address the
POP: (a) Implement an Artificial Intelligence (AI) capability; (b) Implement a centralized
advising model; (c) Implement a needs-based human resources (HR) planning approach, and
(d) Develop an academic advising strategy. It is a fifth solution that is the selected approach to
address the POP: implement a centralized advising model and develop an academic advising
strategy. This approach will realize short-term success and ensure long-term sustainability. The
chapter concludes with a discussion on ethical leadership and a review of ethical considerations
that inform the change process.
Chapter 3 outlines three significant plans that will support this OIP: the implementation
plan, the monitoring and evaluation (M&E) plan, and a communication plan critical to helping
stakeholders understand the change process and the need for change. The implementation plan
uses S.M.A.R.T. (Specific, Measurable, Achievable, Relevant, and Time-Bound) (Doran, 1981)
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goals to implement the two strategies identified in Chapter 2. The plan highlights the change
leader and stakeholders' role over the 18-month implementation period. Next, the chapter
presents the monitoring and evaluation plan, which describes the tactics, output, indicators,
means of verification, data collection activities, success measures, and key evaluation questions
for the project. Additionally, the Plan-Do-Study-Act Cycle (Moen & Norman, 2010)
demonstrates how to adjust plans during monitoring and evaluation and to facilitate ongoing
continuous improvement during the change process. A detailed communications plan is
presented, which focuses on transparent, frequent, and timely communication. This OIP ends
with the recommendation of two next steps intended to sustain and institutionalize the changes.
Finally, I look to the future of advising at Polytechnic A and share the possibility of transforming
the function using technology and peer academic advising. With a centralized academic advising
model adopted and a clear strategic direction established, future opportunities will be more
attainable.
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Chapter 1: Introduction and Problem
Advising students is a practice that has existed in some shape or form since the inception
of higher education (HE) (Gillispie, 2003). Although there is no single definition that is
universally adopted, the literature provides many academic advising definitions. According to
Kuhn (2008), academic advising takes place in “situations in which an institutional
representative gives insight or direction to a college student about an academic, social, or
personal matter” (pg. 3). Miller (2012) suggests that advisors teach students how to make the
most of their college experience. Academic advising has also been associated with various
activities such as teaching, mentoring, counseling, and coaching to help the profession explain
itself (White, 2015). A broad definition of academic advising is necessary to enable higher
education institutions (HEIs) to adapt to the ever-changing environments around them
effectively. Quinlin (2011) argues that it is no longer adequate for post-secondary institutions
(PSIs) to enhance students’ knowledge and critical thinking skills. It is now expected that PSIs
also stimulate other aspects of students’ growth and development (Quinlin, 2011). Opportunely,
academic advising has the unique capability to reach all students, either by mandate or virtue of
students seeking out the service (White, 2015). Thus, it would be prudent for a PSI to invest in
developing a dynamic and agile academic advising program as its value to an institution should
not be understated (Kuhn, 2008).
In this chapter, the organizational context, which includes the vision, mission, values,
purposes, and goals of Polytechnic A (pseudonym), will be reviewed. Additionally, the
leadership position and problem of practice (POP) will be presented to explore how these
aspects influence leadership, the organization, and the topic of academic advising. This chapter
will also frame the problem of practice by examining broader contextual forces shaping the
problem and articulating the guiding questions emerging from the POP. It will conclude with the
leadership-focused vision for change and an organizational change readiness assessment.
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Organizational Context
The setting and context of the organizational improvement plan (OIP) are influenced by its
geographic location in Western Canada. Almost 60 years ago, Polytechnic A was established as a
Polytechnic Institution. Polytechnic A is one of six post-secondary education providers in the
region responsible for producing graduates with the technical skill sets and knowledge to support
the demands of the trades and technical industries within the province. As a polytechnic
institution, it fulfills its role and mandate by offering educational programs that focus on applied
sciences and technology and engaging with industry to foster applied research designed to meet the
needs of the province (Feltham, 2019). Polytechnic A delivers education to approximately 33,000
students annually, including credit and non-credit programs, apprenticeship training, and
customized training programs for corporate and international partners (Polytechnic A, 2020). It
currently offers over 120 programs leading to baccalaureate degrees, diplomas, or certificates.
Furthermore, Polytechnic A is one of the largest apprenticeship educators in Canada, offering
almost 30 apprenticeship trades, with the capacity to train over 15,000 apprentices annually
(Polytechnic A, 2020).
In 2012, Polytechnic A developed a shared vision which resulted in a strategic planning
document with the contribution of 3,000 staff. The strategic planning document was referred to as
Polytechnic A 2020 (Polytechnic A, 2012). Polytechnic A endeavors to become one of the world’s
leading polytechnics and the most relevant and responsive one in Canada (Polytechnic A, 2012).
This vision intends to meet the needs and aspirations of the province and its people (Feltham,
2019). Polytechnic A requires the province's support to achieve its vision, which historically
provided most of the funding, including infrastructure support needed to meet its aspirations to
grow. A further explicit commitment of our mandate and vision is the four promises the institution
has made to the province, industry, students, and staff. Our promise to the province is that our
institution's primary focus will be meeting their current and emerging needs and providing
industry partners solutions through applied research. Our promise to industry partners is to be
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relevant and responsive to their employment needs by developing and delivering applied programs
in partnership with them. We promise to provide our students with the fundamental skills and
knowledge required to enjoy a fruitful career at a reasonable wage. Also, the institution promises
them a positive, supportive learning experience that sustains a student’s mental, emotional,
spiritual, and physical well-being. Finally, Polytechnic A promises its staff that it will be an
outstanding place to work, which is accomplished through living our values.
At the foundation of our institutional culture is a phrase often cited and bestowed with deep
meaning, “The Polytechnic A Way.” This saying reflects the institution’s expectations for how
employees interact with one another and provides a lens through which all decision-making occurs
and is evaluated. It provides the foundation of the principles that guide our operations to achieve
our desired outcomes together. What is the Polytechnic A Way? At its core, it is “that People
Matter” (Polytechnic A, 2012). People matter both individually and as a community. An extension
of this mantra is five core values that have been co-created by staff and executive leadership:
Respect, Collaboration, Celebration, Support, and Accountability. Consequently, the institution
expects that employees apply the Polytechnic A Way lens in everything they do, every process they
develop, and every decision they make, including hiring. These values encompass all organization
levels and are at the forefront of our change initiatives, including the one I will later discuss.
A Changing Environment
Polytechnic A operates within a province defined by its geography, history, and people
(Toews, 2019). The province’s post-secondary structure includes the presence of strong
polytechnics, colleges, and universities. Historically, Polytechnic A has been fortunate to exist in
this context (Feltham, 2019). However, we are currently working during a period of unprecedented
change. The forces influencing HEIs now are perhaps more significant and certainly more
complicated than at any time in our history (Toews, 2021). This includes the convergence of
significant technological, economic, social, and political changes (Toews, 2019). Irrespective of our
current reality, data and knowledge transfer is becoming faster and more rapidly integrated,
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making for a much more globally competitive market (Deacon et al., 2017). Technological change is
happening at a dizzying pace, resulting in forces for a continuous transformational shift in
information technology, transportation, manufacturing, and materials (Kachulis & McKean, 2018).
These forces impact Polytechnic A in ways that are deep and far-reaching. Brown-Martin (2017)
says the evidence of dramatic change is all around us, as demonstrated by the evolution of artificial
intelligence, intelligent robots, and self-driving cars, for example. These changes impact the nature
of work and society. As the world changes, so do the expectations of our students, industry, and
government (Brown-Martin, 2017).
However, these expectations are occurring against a backdrop of fiscal austerity, driven by
economic factors, and soon, the secondary effects of the current COVID-19 pandemic. Postsecondaries are becoming more resource-constrained, which is unlikely to change soon (Toews,
2019). This financial reality is especially true of the province in which Polytechnic A resides. It is
the expectation of our executive leadership that we will be strategic and innovative in using the
declining resources at our disposal. To be relevant and responsive in the future, Polytechnic A must
accept that change will be an ongoing reality. Therefore, the institution must be willing to revisit
paradigms that are no longer grounded in reality.
Leadership and Organizational Structure
Polytechnic A has undergone much change during our previous President & CEO’s decadelong tenure. Although his successor joined the institution in August, the former President & CEO’s
leadership and influence remain prevalent. He worked diligently to create an environment that
supports a collectivist steward's philosophy (Austin & Jones, 2016). Shortly after assuming the
presidency, he attended classes in each of the 120+ programs. He later blogged about his
experience to inform the broader institution, demonstrating his genuine interest in understanding
institutional operations and its people. He later organized dozens of meetings with students and
staff to assess the current state of institutional culture and values. Armed with this information, he
drafted the strategic plan, Polytechnic A 2020, informed and revised by stakeholder input. In so
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doing, he was acting in accordance with stewardship theory. This leader demonstrated that he was
motivated to work in the collective's best interest rather than his interests or personal agenda
(Austin & Jones, 2016). At Polytechnic A, governance sits with the Board of Governors. Austin and
Jones (2016) imply that stewardship theory bestows a university president with significant leeway
to manage resources, determine operational priorities, and set its strategic direction. This
confidence was evident in the relationship between President X (anonymized) and the board. He
was trusted to act in the institution's best interests and had the freedom to make decisions
accordingly. This authority was also delegated to leaders, as appropriate, throughout the
organization.
President X was a self-described transformational leader. Gous (2003) states, “leaders who
encourage and support transformational leadership share power, are willing to learn from others
and are sensitive to each team member’s needs for achievement and growth” (as cited in Basham,
2012, p. 344). Furthermore, Basham suggests, a transformational leader engages followers through
inspiration, exemplary practice, collaboration, and trust. This type of leadership aims to be
responsive to change while bringing out the best in people. Therefore, it is no surprise that
President X would associate himself with this leadership approach, especially when he expected to
lead us through significant change.
Moreover, Basham (2012) hypothesizes that transformational leadership is change-oriented
and vital to organizations' development and survival in times of environmental turmoil when it is
paramount that strategic change is needed to navigate significant threats and take advantage of
opportunities. When organizations need to renew or restructure their systems to accomplish their
goals, Bass (1985) suggests, it is through transformational leadership that these lofty goals are best
realized. This belief is apropos to my problem of practice and overall organizational improvement
plan (OIP).
Additionally, I am drawn to transformational leadership as it aligns with many of my
leadership preferences. I rely on empowering, supporting, developing, and enabling my
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subordinates so that long-term change can be realized and so their development can be furthered. I
also attempt to use the forces of change as opportunities for personal development and growth in
myself and others. Throughout his tenure, President X’s transformational leadership application
created an institutional culture where employees were encouraged to focus on issues that benefited
the collective good. As a result, his approach has been inculcated by the institution, and this
behavior is widely emulated. He often stated, “Leadership is all about people; you need to empower
people and support those you empower. I will never tell people what decision they should make in
their own domains” (Messenger, 2011, p. 42). The former President understood fully the
complexity of higher education and the requirement for developing a distributed and collaborative
leadership approach and a less hierarchical organizational structure (Jones et al., 2012).
Polytechnic A is a public institution, and there are firm expectations by the provincial
government that it practices good governance, including responsible resource stewardship. It has
been a self-governing institution since the provincial government transferred control of the
institute to Polytechnic A’s Board of Governors in the 1980s. The institution has an academic
council that makes recommendations to the Board of Governors about academic policy related to
student admissions, courses and programs, academic awards, and other academic matters. The
executive team includes the President/CEO as well as several Vice Presidents. A President’s
Advisory Group advises the president on those matters of strategic significance to the institution's
operation, affairs, and strategic resource utilization.
Finally, a President’s Council committee consists of President’s Advisory Group members
and leadership of all levels (academic and professional staff) within the institution. This committee
serves as a vehicle to keep leaders informed of budget, strategy, emerging issues and provide an
opportunity to reinforce the institution’s vision and direction. Its collaborative culture enables
Polytechnic A to capitalize on its employee knowledge and skills while allowing ideas and
information to spread more easily across functional and departmental lines (Root, 2018). As a
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result of these collective changes and distributed leadership practices, the organization's overall
performance has improved over the past decade.
Leadership Position and Lens Statement
As a leader and scholar, I believe that leadership extends beyond a title or role.
Leadership requires selflessness (Sinek, 2014). It involves much-uncompensated work,
discretionary effort, emotional capital, and other resources (Yun et al., 2007). Nevertheless, Yun
et al. argue, it also provides intangible rewards such as appreciation. Leading requires assuming
responsibility, taking accountability for your subordinates, being willing to compromise, and
supporting others' development (Mills, 2005). Leadership is generally not about exercising
authority (Surji, 2015). Instead, it is enabled by influencing others to get things done, which is
in the collective best interest (Bass & Avolio, 1994). Leadership is something we should aspire to
practice in all the settings of our lives.
I am a passionate post-secondary leader who has enjoyed a rewarding 15-year career
focused on enhancing the student experience and contributing to work that improves student
success. I have occupied various roles throughout my career, including Professional Counsellor,
Student Engagement Facilitator, Academic Advisor, Supervisor, and now as Manager of the
Transition Services portfolio. This area oversees orientation for students, academic advising
(prospective and current students), and career and employer services. I have spent the past
eight years of my career at Polytechnic A, with the last five years spent in formal leadership
roles. Within this portfolio, three direct supervisors report to me, with an entire team of 20
unionized staff. The development of a professionalized academic advising function has been an
ongoing challenge within my institution, spanning many years. There have been several
required course adjustments during that time as compromises needed to be made for political
reasons (primarily leadership changes). These adjustments have led to change fatigue within the
broader organization and, most markedly, within my team. As a result, the leadership I will
employ during the next change initiative will be the cornerstone to a successful implementation.
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My leadership philosophy centres around people; I believe it is worth investing time,
energy, and resources into our people. I believe they deserve to be respected, supported,
empowered, informed, and engaged. It is often easier to accomplish tasks independently, but
that is not sustainable or far-reaching (Chukwusa, 2018). Moving changes forward as a team is
what authentic leadership is all about and the best way to undertake long-lasting change (Yun,
Cox, & Sim, 2007). This approach is essential for the proposed change discussed later.
The term leadership is a complex concept, with many definitions, indicating that it is the
subject of a healthy intellectual debate, which leaves it open to individual interpretation
(Northouse, 2016). For this leadership statement, I subscribe to the idea of leadership as a
conduit for individuals to influence others to achieve a common goal (Yukl, 2010). The notion of
influence resonates with me because it suggests that leadership is not concerned about formal
leadership titles or specific roles, as I referenced earlier. It is about the impact an individual has
in helping others to accomplish shared objectives. As I discovered during my time as a personal
counsellor, a one-size-fits-all approach is rarely realistic or effective. Instead, like counselling,
leadership is about adapting one’s approach to best fit a specific situation, follower, or group
(Leithwood et al., 1994). Although the above influences my leadership beliefs and practices, it
may be necessary to exercise other leadership approaches throughout the change process.
Two leadership approaches strongly influence me and align with The Polytechnic A Way
and the dominant leadership approaches modeled by Polytechnic A’s Executive leadership
(former and current). Therefore, this Organizational Improvement Plan is underpinned by a
personal leadership framework of transformational leadership, distributed leadership, and a
social learning theory orientation as it applies to the adult learner. Canadian psychologist, Albert
Bandura, developed one of the most widely accepted theories that focus on learning and
acquiring new skills and behaviours (Allen, 2007). According to Bandura (1977), social learning
theory is when individuals learn behavior, like leadership, by watching, observing, and modeling
in their environment. In so doing, Bandura argues, “one forms an idea of how new behaviours
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are performed, and on later occasions, this coded information serves as a guide for action” (p.
22). Although Bandura’s theory focused on teachers' and educators' development and training, it
is still broadly applicable to adult learners (Allen, 2007). As a result of collaboration,
observation, and modeling their learning, followers will develop a sense of self-efficacy, which is
their belief in their ability to complete tasks and reach goals (Bandura, 1986). Furthermore, the
foundation for human motivation, well-being, and personal accomplishment is self-efficacy
(Bandura, 1977). These aspects of social learning theory are critical underpinnings of my
preferred leadership approaches.
Transformational Leadership
Northouse (2016) describes transformational leadership as a process that changes and
transforms people. He elaborates further that transformational leadership is concerned with
emotions, values, ethics, standards, and long-term goals. Furthermore, it includes evaluating
followers’ motives, satisfying their needs, and treating persons holistically (Northouse, 2016). In
so doing, employees are inspired and motivated to innovate and create change that will help
grow and shape the organization's future success (White, 2018). In turn, followers are
themselves converted into leaders (Khan et al., 2016). This result is especially germane given our
current environment and the challenges that lie ahead for HEIs.
James McGregor Burns is associated with the development of transformational
leadership theory, which originated in the political context (Burns, 1978). He defined a
transformational leader as one who “looks for potential motives in followers, seeks to satisfy
higher needs, and engages the full person of the follower” (pg. 4). Although this model was
developed in the absence of empirical evidence, it has influenced many other researchers' work,
who have further developed and operationalized it (Bass 1998).
Bass (1985) suggests that transformational leaders build relationships by employing one
or more of the following tools: charisma, inspirational motivation, intellectual stimulation, and
individual consideration. I favour practicing individual consideration, which means treating

10
everyone as individuals by providing personalized coaching, mentoring, and growth
opportunities (Bass, 1985). I feel that I am entrusted with developing Polytechnic A’s next
generation of leaders. While doing so, I am also fulfilling the individual’s need for selfactualization, self-fulfillment, and a sense of self-worth (Leithwood et al., 1994). Generally, these
goals are mutually beneficial and supportive of both the individual and the institution. The time
spent fostering respectful relationships on a personal level with my team members and
colleagues has enabled me to develop personal capital with them and across the institution,
strengthening connections and relations while allowing me to tap into their discretionary effort.
Additionally, I encourage team members to rise to leadership positions within the
department or further achievement and growth opportunities elsewhere in the institution or
even other HEIs. In so doing, this approach has improved the team's individual and collective
resiliency to withstand un-forecasted stresses and pressures, which concurs with the literature
(Abu-Hussain, 2014). The reward is a strong and high-functioning team.
It will be essential to orient my subordinates and key stakeholders to the bigger picture
to accomplish our goals. They will be inclined to focus on “What’s in it for me” (WIIFM) (Napier
et al., 2017, p. 135). Addressing this will be necessary for their buy-in, but it must be coupled
with extending their thinking to include seeing the implications of change beyond themselves.
Fullan (2011) argues that transformational leadership has proven to be influential in broadening
employees' interests beyond themselves to focus on issues that produce benefits for the entire
group and the larger organization. The status quo is not an option, and difficult decisions will be
required to affect the required transformational change. In addition to transformational
leadership, another approach that resonates with me is distributed leadership.
Distributed Leadership
There has yet to be an established meaning of the concept of distributed leadership.
However, the literature says it involves sharing leadership responsibilities across an institution
or group rather than being undertaken or “owned” by a single person (Floyd & Fung, 2017;
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Lumby, 2003). Harris (2003) believes distributed leadership “means multiple sources of
guidance and direction following the contours of expertise in an organisation, made coherent
through a common culture” (p. 89). However, distributed leadership does not mean delegating,
which is when others complete your work for you (Solly, 2018). The literature suggests that
distributed leadership is an essential component of and enabler of improving organizational
outcomes (Leithwood & Sun, 2012). It is also associated with high performance (Leithwood et
al., 2009). The long-term success of the proposed change introduced later in this chapter will
be maintained by a high-performing academic advising team. Therefore, it will be vital to
leverage cross-functional, informal groups such as the community of practice that brings
together academic advisors and administrative program staff to discuss emerging trends and
issues. For distributed leadership to be effective, leadership must be present at all levels,
including with those who hold or assume informal leadership roles within the team (Harris,
2003).
There are many different leadership philosophies, but a common thread is that each
espouses various methods essential to creating a bond between the leader and their followers
(Avolio & Gardner, 2005). As per Mineo (2014), trust is the glue that binds them and enables
organizational and leadership success. This notion is something that resonates with me and one
that I work hard to preserve. My team must have confidence in the honesty, truthfulness, and
sincerity of my words which is ultimately the essence of trust (Burke et al., 2007). Trust will be a
critical enabler to the success of this organizational improvement plan.
Leadership Problem of Practice
An ongoing challenge in higher education is how best to support students to achieve
academic success. The public HE environment is undergoing rapid changes while becoming
increasingly resource-challenged (Gordon et al., 2008). Institutions are responsible for
providing measurable, quality services, which are both efficient and effective. This scenario is
true of the Polytechnic institution where I work as our province has suffered through a
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longstanding downturn in its resource-based economy. The effects of the COVID-19 pandemic
have exacerbated the pre-existing economic situation. As a result, non-revenue generating
functions have come under ever-increasing scrutiny within my PSI. Consequently, the academic
advising program must re-calibrate its structure and service delivery model to ensure it is more
cost-effective and contributes to institutional viability while enhancing institutional credibility.
Simultaneously, the higher education landscape is experiencing increased competition
between post-secondary institutions to enroll and retain a shrinking pool of students to
safeguard revenue streams (Quinlan, 2011). Learners also shop for better facilities, better
services, better experiences, better education, and lower costs while optimizing their potential
prosperity (Fusch, 2014). Moreover, since COVID, questions about the future of higher
education and the student experience are increasing, especially in an online environment and
options such as micro-credentials (Pulsipher, 2020). However, the literature suggests that a
capable, well-planned academic advising model will enhance academic success, improve student
retention, and enhance students' satisfaction with their learning experience (Boice-Pardee et al.,
2018). Unfortunately, there is little evidence that any model is most effective, despite some
institutions preferring some over others.
Academic Advising is not a novel capability to my PSI. Faculty and staff have always been
available to students to ensure they had access to accurate information, support for success, and
guidance in their decision-making. Our new academic model, implemented in 2012, placed a
greater focus on advising to aid students in navigating the increasingly complex education and
training system that resulted. An accessible, transparent, and consistent approach was required
to enable students to navigate the changes successfully. This requirement necessitated a
thorough review of current practices to determine the existing gaps that prevented this
objective's realization. Initially, the intent was to have a centralized academic advising function
that would provide generalized advising spanning all program areas to help prospective students
navigate the new academic pathways. This function employed the use of professional advisors,
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non-faculty staff dedicated to academic advising full-time. Executive leadership expected faculty
advisors to implement a decentralized, program-centric capability.
By 2016, the decentralized function had yet to be developed, although the centralized
advising function was thriving. Executive leadership subsequently directed all schools to develop
advising spokes aligned with the centralized advising function (hub) already established.
Leadership recognized that a one-size-fits-all approach was not appropriate due to the
uniqueness of each program area. The advising spokes were expected to reflect this necessary
distinctness. The advising spoke concept also extended to other service areas that offered
specialized advising services, such as immigration guidance and navigating learning disabilities.
Guiding principles were developed to ensure a degree of synchronicity between the two,
including the convergence of structure and uniformity of function in the hub and spokes.
However, by 2020, a functional hub and spoke model had yet to be fully implemented.
Not surprisingly, the effectiveness of the advising function has yet to realize its promise, so the
future remains very much in question. Significant pressure exists to establish a functional
advising model once and for all, or there is a risk of institutional divestment of the capability.
Thus, the problem of practice (POP) to be explored is how to develop a sustainable, agile, and
adaptable academic advising program in a Polytechnic environment that supports a diverse
student body while optimizing resource utilization.
Change fatigue is a significant concern because Polytechnic A has been in constant
change for some time. The academic advisors, departmental faculty advisors, and students have
experienced several iterations of an advising model that have not been successfully implemented
to date. A critical organizational analysis will be important to understand how the organization
will respond to the changes proposed by my POP. It will be crucial to demonstrate high-quality
planning, as evidenced by considering a range of possible evidence-informed solutions. Equally
important will be selecting an appropriate framework for leading the change process and
employing a leadership approach (es) that best suits my POP. To gain stakeholder buy-in, the
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need for change must be compelling. My approach will motivate my subordinates, influence key
stakeholders, and convince my superiors that the path forward is the optimal one. An aspect of
transformational leadership that will be central to the change process, as it pertains to my POP,
is to engage followers to become invested in the leadership process (Bryman, 1992). It is
essential that they feel this is a process that happens with them and because of them, instead of
a process that is happening to them (Bass & Avolio, 1994).
Furthermore, leveraging the concept of distributed leadership, this process will require
emergent leaders, such as my subordinates, to actively lead throughout the process. They must
see the premise of my POP as providing them with opportunities to grow as professionals
(Leithwood & Riehl, 2003). Applying transformational and distributed leadership practices and
high-quality planning reflected within this OIP will ensure I successfully address this POP.
Framing the Problem of Practice
Academic Advising is structured and delivered in various ways across post-secondary
institutions (Fricker, 2015). The Council for the Advancement of Standards in Higher Education
asserts that “advising programs must be structured purposefully and managed effectively to be
compatible with institutional structure and students’ needs” (Dean, 2009, p. 42). A longstanding and heated debate within the field is “Who should be providing academic advising –
staff or faculty?” (White, 2015). To better appreciate this discussion's tension, it is essential to
review academic advising's historical development.
Professional Versus Faculty
Academic advising's dynamic requirements have necessitated a shift in the responsible
institutional representative's skills (Beatty, 1991). Historically, it was common for faculty
members to be solely responsible for advising students. Now, the advising function of PSIs is
generally performed dually by faculty and professional advisors (Quinlan, 2011). However, there
remains a debate regarding which agent should support students’ advising needs. Faculty
members argue that academics should conduct academic advising because professional advisors
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seldom have qualifications within the field, hindering their ability to provide quality guidance
adequately (Selingo, 2014). Professional advisors argue that faculty lack formal training in the
field and often exhibit little interest in the students outside of the classroom. These restrictions
result in advising being relegated to a mere clerical or secondary transactional task (Habley,
1994).
Meanwhile, student satisfaction with faculty advisors tends to be polarized (Allard &
Parashar, 2013). Allard and Parashar indicate that while professional advisors do not receive
ratings that reach the highest levels of those bestowed to the best faculty advisors, they also do
not receive the highest levels of dissatisfaction. In 2011, the National Academic Advising
Association (NACADA), an international educational association engaged in academic advising,
conducted a survey demonstrating that 22% of PSIs utilized full-time professional advisors,
whereas roughly 18% used faculty advisors. The remaining institutions relied on a combined
advising model (NACADA, 2011). While there are inherent advantages and disadvantages to
both types of advising models, no conclusive evidence exists to prove which model is more
effective (Kuhn, 2008). Perhaps it is the individual rather than the profession, which is the key?
Institutional Theory
Manning (2018) states, “higher education organizations are conceived and elaborated
within a formative milieu of disciplinary perspectives, institutional structures (e.g.,
governments, educational systems), and societal beliefs about the way things are done” (p. 6).
Therefore, organizational structures are critical to an HEI's success, and understanding
organizational theories are essential to describe how processes such as decision-making occur
within one (Manning, 2018). For this paper, I consider how institutional theory applies to my
organization in situating my POP. However, it is important to appreciate that no single theory
adequately captures any HEI's nuances and complexities (Manning, 2018).
Institutional theorists suggest that these institutions exist in an environment where
expectations for organizational behavior and practices are best influenced by external
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stakeholders (Toma et al., 2005). These scholars emphasize the role that external forces play as
transformation agents for HEI. In turn, these institutions are forced to develop more
standardized processes while seeking to eliminate redundancy and unnecessary competition,
irrespective of their former differences (Manning, 2018). Such an environment also limits the
arcs of decision-making and strategic planning available to an HEI, again pressuring institutions
toward conformity, according to the framework of institutional theory (Toma et al., 2005).
Toma, Dubrow, and Hartley (2005) additionally contend that, in turn, such organizations are
more worthy of resources from the public purse.
Indeed, during budget announcements in the last two years, the government of Province
B made it clear that their future spending on HE will decrease to be consistent with other
provinces' spending levels (Toews, 2019; Toews, 2021). Of course, this is a political decision, not
an objective policy decision. The provincial government expressed concern about the number of
PSIs within the province and an intention to concentrate funding on fewer but ultimately more
viable HEIs. The government is alleging that this pressure will be the impetus to evolve to a
more efficient and effective post-secondary education system (Toews, 2019). As the provincial
government pressures HEIs to deliver on specific metrics such as accountability, job creation,
diversified revenue sources, and the delivery of quality student services, it is expected that these
external forces will result in a convergence of behavior or a failure to adapt (Toews, 2019).
Survival of the fittest will mean that institutions that improve, albeit in a pre-determined
fashion, will be better able to compete with other HEIs successfully (Manning, 2018). Bess and
Dee (2008) argue that innovation often occurs in institutions that must take risks due to their
position or market position to survive.
In contrast, previously successful organizations may be less likely to innovate and change
because they fail to see the risk of not doing so. I believe this is not the case in my organization.
Bold leadership will be required to overcome these inertial forces and strike a balance because of
the potential risks. Some HEIs may thrive because they develop a competitive advantage due to
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innovation and flexibility, although this is not strictly adhered to institutional theory. For
example, Polytechnic A developed a Productivity and Innovation Centre (PIC) to serve as the
front door for industry to innovate with faculty and solve operational challenges related to their
field, which situates Polytechnic A as the sole provider of this service within the province.
Organizational Theory
Organizational theory helps practitioners understand the underlying structures and
functions of HEIs to inform them of how best to align their organization and resources to match
their environment and, thus, meet their objectives (Manning, 2018). Manning contends that
developing a comprehensive understanding of dynamic and complex HEIs demands that more
than one organizational model be considered. Furthermore, Armenakis and Harris (2009)
suggest that it is imperative the organizational leaders fully appreciate their organizational
contexts in the current, dynamic climate. To understand my PSI and the implications to my POP
more deeply, I provide further analysis using three additional lenses: bureaucracy, collegium,
and political.
Bureaucracy
Bureaucratic organizations such as HEIs are highly organized and hierarchical in
structure, resembling a pyramid (Alvesson, 1990). They adopt rigid rules, protocols, policies,
and procedures, making decision-making slow, cultivating a risk-averse environment, slow to
adopt change, and slow to adapt to their changing environments (Weber et al., 1946). Day-today operations are fraught with layers of oversight which stifles innovation and initiative
(Sprimont, 2005). My institution's intrinsic bureaucratic nature may well strengthen under
increased government control, fiscal constraints, and a performance-based funding model that
emphasizes oversight and accountability. This may threaten my POP as ongoing budget
constraints limit the options I can propose. Furthermore, changes to existing job descriptions
will need to be thoroughly justified and reviewed at all leadership levels up to the executive and
by the unions. While transforming academic advising is necessary, red tape will have to be
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purposefully but thoughtfully navigated. Solutions will need to promise efficiencies in the
budget, staffing, and other resources, to gain institutional support (Curristine et al., 2007).
However, the bureaucratic model also proposes that inefficiencies can be resolved through
restructuring and re-engineering processes, which could benefit my plans to transform academic
advising (Ahmad et al., 2007).
Collegium
Bureaucracy and collegium are the most common organizational models in higher
education institutions (Manning, 2018). Unlike a bureaucratic model, a collegium has a flat
structure with undefined or shared authority. Manning contends that both models lay at direct
odds with one another. In considering the collegium model, it will be essential to incorporate
faculty participation in the planning phase; academic advising interfaces with many parts of the
institution, including program areas. Faculty representatives are expected to support the desired
model without necessarily appreciating the desired state's benefits or potential. Engaging them,
educating them, and seeking their input is vital to developing a viable POP solution. A collegium
expects decision-making consensus; however, absolute consensus may not be possible for this
task nor appropriate (Manning, 2018). However, enough time must be allocated to
communicating with stakeholders to ensure they feel heard and respected (Manning, 2018).
Support and buy-in are not essential for transformation; however, they are important prognostic
indicators of long-term success.
Political
The last organizational lens I will review is the political model. Manning (2018) states
that the political model's advantage is that it can provide insight into policymaking, change, and
strategy during times of forceful change. Given government intent, this lens will provide
valuable insight. My POP requires creative solutions that all will not welcome. Instead of
avoiding conflict, the political model can be a constructive tool to foster creative ideas (Manning,
2018). Working in a political environment has complex challenges that should not be minimized
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(Williams, n.d.). It will be vital for me to recognize where I fit into this political landscape and
the limits of my power and influence within the organization. I will need to learn the nuances of
the power dynamics at play within my institution. After all, decision-making reflects the
institution as a political entity. There will assuredly be a need to be fiscally responsible. Multiple
voices and opinions must also be considered, which is an essential aspect of the political model
(Lawy, 2017).
Guiding Questions Emerging from Problem of Practice
Considering the multiple, dynamic variables that frame this POP, several areas require
further inquiry. The questions emerging from the POP relate to developing an effective academic
advising program within a Polytechnic environment under the current climate. These include: 1)
What is good academic advising? 2) What do students want in advising? 3) How should advising
be delivered? and 4) What is technology's role as an enabler for an effective and efficient
academic advising program?
Much research evidence shows that academic advising can work well and provide
benefits for students (Yorke, 2004). Recent literature places academic advising prominently
among strategies aimed at improving student success (Fricker, 2015). However, it is important
to consider the question of, “What is good academic advising”? Historically, academic advising
was centered on helping students select and register for classes (Creamer et al., 2003), which
had been the case at Polytechnic A. However, Cuseo (n.d.) suggests that good advising is
systematic and ongoing and is enabled by a close student-advisor relationship and frequent
interactions between the student and the advisor. Furthermore, he argues that good advising
involves assisting students in setting and achieving their goals and should be separated from the
registration process as educational planning should be the focus, not the task of scheduling
courses.
As increasingly diverse students enter school, we must recognize they have different
needs and expectations than students before them (Supporting Students, 2020). Therefore, it is
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also important to ask, “What do students want in advising”? Research suggests that they seek a
sense of belonging and have expectations for connected experiences that show the institution
understands them and their future goals (Mottarella et al., 2004). Before enrolment, prospective
students evaluate what the experience might be like at the school and visualize what their
success will look like after graduation (Supporting Students, 2020). Academic advising plays an
essential role in fostering success and student well-being in this environment, whether by
supporting prospective students through the admission process, helping them navigate
academic requirements, or preparing them for employment (Mottarella et al., 2004).
Admissions, academic advising, and career coaching are equally essential services. When these
functions integrate, they create a seamless experience that enables schools to provide students
support that is proactive and tailored to their individual needs (Supporting Students, 2020).
The organizational structure for delivering academic advising is the framework and
critical building block for building an effective advising program (Pardee, 2004). Furthermore,
the organizational structure for advising takes on a heightened significance under a tight
economic climate, where its contribution to student retention determines resource allocation
(Wilbur, 2002). As this is the case at Polytechnic A, it is also necessary to consider the question
of “How should advising be delivered”? Each advising structure has both benefits and drawbacks
(Pardee, 2004). Pardee suggests the following to be important considerations: institutional
mission, enrolment, the composition of the student body, administration, institutional policies,
scope of the advising function, philosophy of advising, curriculum, and length of programming.
If the organizational structure of the advising program is not a good fit for the institution, its
students, or faculty, the program's effectiveness could be limited and student satisfaction
affected (Pardee, 2004).
Under conditions of declining financial resources and increased pressure to grow
enrolment, it is no longer feasible for a PSI to fund face-to-face advising services for every
student (“How to Use Technology to Improve Academic Advising,” 2017). Consequently, we
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must ask ourselves, “What is technology’s role as an enabler for an effective and efficient
academic advising program”? Research suggests that technology may improve support for
students if institutions also adopt advising structures and processes that provide a more
intensive and personalized advising experience (Kalamkarian et al., 2018). A study of a public
university with a similar student demographic to those attending Polytechnic A supports the
assertion that college students prefer to discuss their academic plans with advisors in a face-toface meeting (Gaines, 2014). The role of technology in advising should not be considered a
replacement of academic advisors but instead a vehicle of facilitation and accessibility.
Information Technology (IT) solutions can deliver information and help students to monitor
their progress toward milestones while enabling the advisors to provide more sustained, holistic,
human support (Gaines, 2014).
Leadership-Focused Vision for Change
Creating the vision is a critical early step of the change process (Whelan-Berry, &
Somerville, 2010). Whelan-Berry and Somerville state that a vision must speak to the desired
state, including describing how certain aspects, characteristics, or outcomes of an organization
will look after the change. The vision should be specific enough to clearly articulate what will
and will not be done (Bridges & Bridges, 2016). Furthermore, it is contended that a vision
should motivate the organization to achieve a common goal. It serves as a symbolic reminder of
what is to be achieved when times become difficult. Finally, Bridges and Bridges suggest that an
organization without a vision is like a ship without a rudder, in danger of drifting aimlessly. This
sentiment is also true of change initiatives.
Current State
Since it was first implemented at Polytechnic A in 2012, a formalized academic advising
capability has undergone several permutations to maintain political support while reinforcing
leadership’s new academic model. In May 2020, the institution underwent another restructure
that resulted in academic advising across campus being consolidated into mostly one area,
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which I now manage. Academic advising in support of the School of Business remains separate;
however, this decision will be reviewed as part of my OIP. As such, the advising model remains
in limbo without a declared approach to academic advising adopted by the institution. As part of
our restructuring, I was appointed manager of the new Transition Services portfolio. In this role,
I am responsible for advancing our institutional advising model to tangibly contribute to the
institution’s vision to become one of the world’s leading polytechnics. I report directly to the
Director, Student Learning and Development (SLD), who reports to the Associate VicePresident (AVP), Polytechnic Education and Student Success (PESS). The current organizational
structure for academic advising is provided in Appendix A on p. 124.
The Director that I report to is the owner of one of twelve new mandates: ensure
students have success to supports and services to successfully transition into, through, and out
of Polytechnic A into the workforce. This mandate summarizes the purpose of my entire
portfolio. One of the priorities of this mandate is academic advising. My role is to lead the
transformation of academic advising institutionally, including advising in the School of
Business. As a manager in the SLD portfolio, I am empowered to complete this work and have
the sole responsibility for leading this initiative. However, given that this capability has
historically failed to meet institutional expectations, there will be significant scrutiny of the
changes I propose to accomplish this task, which is why stakeholder involvement is so critical.
Future State
An important goal of the desired state is to have a collaborative, high-functioning, skilled
team recognized as an asset by the institution, staff, and the students it serves. The advising
program must be accessible to all, but it must optimize resources by proactively connecting with
students experiencing academic difficulties and equity-deserving students. The model should
leverage the advisors' current expertise while enabling their ongoing professional development
to foster innovation and enhance performance. Sustainability, both in terms of financial and
human resources, will be crucial for the future state. That is, the advising function must be “able
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to be maintained at a certain rate or level, preserving what resources are available” (Oxford
Learner’s Dictionaries, n.d.). The model must be intentional and clearly defined to demonstrate
its contributions to student success and retention through performance measurement.
Additionally, the model must enable the success of academic schools by ensuring expert
resources are available to support them and their students when required. The model should be
agile, “able to move quickly and easily “(Oxford Learner’s Dictionaries, n.d.), as individual
programs experience ebbs and flow in demand. Furthermore, the model must optimize capacity
through cross-training and process improvement to ensure efficient, effective, responsive, and
timely services. Finally, the model should reflect the unique needs of a Polytechnic environment
and its diverse student body. These requirements demand a more intentional and more flexible
use of resources to support staff and students when and where required. Accessing quality data
and performing scholarly analysis will be imperative to support evidence-based decision-making
and frame academic advising's narrative while demonstrating its institutional value as a nonrevenue generating capability. I am optimistic that this vision will be a clear and compelling tool
to communicate while gaining stakeholders' support (Whelan-Berry & Somerville, 2010). The
ask is clear, the how is not.
Buy-in and Support
Gray (2012) suggests that a vision falls flat without buy-in as it fails to inspire, motivate,
or align employees toward a new and important common purpose. Buller (2015) believes that it
is helpful to enlist the support of early adopters to the change initiative so that they can help you
overcome the resistance of those opposed to the idea. Buller also says it is necessary to discuss
the vision whenever the chance arises. Gaining buy-in is all about communication; this goes
beyond words to include symbols and actions. The desired change needs to be communicated
broadly to large groups of stakeholders in a way that compels them to embrace the change
(Buller, 2015). Buller suggests this is accomplished by emphasizing why the new vision benefits
them and why current practices are no longer acceptable. It will be critical to engage my staff,
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students, and other key stakeholders transparently during the academic advising review. It will
also be necessary to share the impact of budget changes and organizational restructure with
them to understand why we need to be more fiscally responsible with our resources. Sharing the
vision, constraints and explaining how this new model will better support them in their
retention efforts and provide them with more robust and flexible support for their students is
necessary to move forward effectively. This will help build a stronger foundation to support this
change initiative. As there will be far-reaching implications, other change agents will need to be
mobilized to ensure a successful transition and implementation at all levels.
Change Drivers
To fully understand the proposed change, it is important first to consider what drives it.
This can help identify the type of change that one is dealing with (Lambertson, 2018). A change
driver is a pressure exerted by internal or external forces that facilitates change within an
organization (Whelan-Berry & Somerville, 2010). Whelan-Berry and Somerville suggest that
there is a risk to not understanding these drivers in that a misalignment in communication can
occur. The scope of change required may vary along the way, resulting in mixed messages and
challenging those involved in implementing the change. Therefore, it is prudent that I consider
the internal and external forces that will shape my proposed change and stay attuned to these
drivers if they change during its course.
Internal
There are several internal but inter-related change drivers at play. The first is a recent
restructuring across the entire institution that has resulted in a functional realignment of tasks
and roles into two buckets of work: Student Progression and Registrar and Polytechnic
Education and Student Success (PESS) (Polytechnic A, 2020). This restructuring also
introduced new roles, new leaders and reduced the workforce by almost 250 positions. As part
of this restructure, the new portfolios established within these buckets of work were given new
mandates developed by executive leadership. This outcome was part of a larger strategy for the
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PSI, which focused on modernizing the organization to safeguard our long-term sustainability
(Polytechnic A, 2020). Although our direction, mission, and vision have been reaffirmed, it has
been made clear that how we accomplish those things will change. Therefore, any change
initiatives must align with these new mandates and the renewed institutional approach, which
will significantly alter the way we do our work.
External
The financial health of Polytechnic A has been an ongoing concern at our institution for
some time. Changes in provincial government funding methodology have further challenged
this. The changes impact almost 30 publicly funded institutions in the province and introduce
20 different measures weighted differently depending on the school. The new measures will be
implemented gradually over the next three years (Smith, 2020). The PSI's financial constraints
related to the COVID-19 pandemic have added even more fiscal uncertainty and pressure to an
already dire situation. With campuses mostly closed and our operations disrupted, we were
forced to temporarily lay off staff, following a significant number of permanent layoffs. Further
staffing impacts are quite possible. Furthermore, decreased tuition revenue from low enrolment
due to the pandemic and the economic downturn will further challenge Polytechnic A’s finances
(Polytechnic A, 2020). The economic downturn will undoubtedly have lasting effects. These
factors will significantly impact our operations and pose risks to non-revenue generating
functions not deemed “essential.” This situation poses a significant risk to this OIP and will
require close monitoring as it evolves.
Change Priorities
The need for academic advising to transform is evident and expected. As such, it is
important to identify priorities for change. Although there will be several required changes
resulting from this report, only a few will be explored further below.
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Mandate
First, it would be helpful to revisit the mandate of academic advising at Polytechnic A to
examine how it relates to the work currently being performed. This includes determining the
value-add of each service as well as how it is delivered. For the model to be an exemplar of
service excellence, the student experience must be central to every decision (Boice-Pardee et al.,
2018). Boice-Pardee et al. suggest a clear correlation between student satisfaction with service
delivery within an HEI and enrolment numbers. If this is the case, there is potentially a
significant return on investment for the institution to transform the advising function to be
more student-centered.
The Need for Technological Solutions
Academic advising supports the institution as a whole and spans all programming,
credit, and non-credit. This has facilitated our utility as resources for prospects, current
students, and alumni. However, this has incurred an unmanageable volume of demand. If
advising is to embrace service excellence and make room for further institutional growth,
technological solutions must be explored to manage this demand better. The current level of
human resources within this function is threatened, with no appetite to provide more staff in the
future. Therefore, in a budget-constrained environment, technology can and must be leveraged
to ensure quality is maintained while preserving as much capability to meet our demand as
possible.
Organizational Change Readiness
There is an interdependence between the need to understand change while
creating a vision for change. Identifying and analyzing the problems with the current state of an
organization is a prerequisite to determining its future direction (Cawsey et al., 2016). Beckhard
and Harris (as cited in Cawsey et al., 2016) note that responding articulately to the question
“Why change” will set the stage to sell the desired future state or vision. We should not expect
the emergence of any sense of a shared vision if the question of “Why change” is not
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meaningfully addressed. Furthermore, the “What” and “How” of change are reliant on the
answer to “Why” (Cawsey et al., 2016, pp.105-106).
As a change initiator and leader at Polytechnic A, I appreciate the need for change to our
academic advising model, but that does not mean other key stakeholders will also recognize the
need for change or believe the change is urgent enough to warrant action (Cawsey et al., 2016).
It is reasonable to expect stakeholders to disagree that change is required or warranted given the
multitude of other changes that the team and other stakeholders have experienced to date.
Organizational readiness for change will be a crucial factor when implementing my OIP; it is
based on members’ shared resolve to implement a change (change commitment) and their
shared belief in the collective capability to do so (change efficacy) (Weiner, 2009). It is not
surprising that organizational readiness for change is influenced by its members' previous
change experiences (Smith, 2005). Other factors that determine organizational readiness for
change include the:
Flexibility and adaptability of the organizational culture; the openness, commitment,
and involvement of leadership in preparing the organization for change; member
confidence in leadership; organizational structure; the information members have access
to, reward and measurement systems, resource availability, and the organization’s
flexibility and alignment to the proposed change (Cawsey et al., 2016, p. 106).
The advising team has experienced both positive and negative changes, and their
perception of some of the changes is that very little was gained. To fully understand their level of
readiness (to include other stakeholders and the organization as a whole), this OIP will explore
Judge and Douglas’s Eight Dimensions (Judge & Douglas, 2009): Trustworthy leadership,
trusting followers, capable champions, involved middle management, innovative culture,
accountable culture, effective communication, and system thinking, in order to determine the
overall readiness for change of the organization. This tool is selected because it is considered a
rigorous assessment (Hodges & Gill, 2015).
As noted earlier, trust is an essential aspect of the relationship between a leader and a
follower. Consequently, it will be a critical enabler when initiating and readying an organization
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for change. Trustworthy leadership is extant when leaders are perceived as having the
organization's best interests at heart and deemed competent to lead the organization (Judge,
2012). Trusting followers reflect that members of an organization trust their leadership. These
are essential factors when creating an environment open and ready for change (Metwally et al.,
2019). This is a strength of leadership at Polytechnic A, including my leadership. I have a proven
record of trustworthiness and garnering others' trust, as demonstrated by my commitment to
open and transparent communication, stakeholder engagement, and humility. The affected
stakeholders have all worked with me on several other change initiatives. Although there is an
element of starting over when generating buy-in for a new initiative, the strong foundation of
trust already established makes me confident that I can navigate the way ahead.
Change requires much effort and energy, whereas the status quo is easy to maintain
(Silversin & Kornacki, 2003). Consequently, organizations must identify, develop, and retain a
team of capable champions to lead change initiatives (Armenakis et al., 1993). These change
champions are often sponsored by top management to spearhead change initiatives and are
given leadership autonomy to step up and lead (Schmitz, 2012). This is another important
aspect of change readiness. At Polytechnic A, leadership has demonstrated their commitment
and faith in me by creating my position in our restructuring. My position works very closely with
other key mid-management positions throughout the organization. These leaders are directly
linked to senior leaders, such as the AVP, PESS, whom my portfolio ultimately reports to, and
endorses my proposed change initiative. Moreover, I have a direct line to key decision-makers in
my leadership capacity, which will prove helpful in implementing this OIP.
A successful, nimble, and agile organization will emphasize the importance of
organizational change and innovation as an additional dimension critical to organizational
change capacity (Schmitz, 2012). Polytechnic A fosters a culture of innovation, which is
explicitly recognized in our strategic approach. It states, “we will embrace new, progressive ways
of working together, and innovative ways to meet student and industry needs” (Polytechnic A,
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2020). Additionally, our AVP challenges us to “throw out the playbook” and find new, creative
ways of doing things conducive to a Polytechnic environment because much of the academic
literature focuses on traditional post-secondaries. This is a mindset I extend to my team. That
said, fostering innovation and change alone is not enough to ready organizational change; it is
also dependent on effective reward and control systems (Stouten et al., 2018).
Another dimension to consider is a culture of accountability at Polytechnic A, based on
the degree to which an organization holds its members accountable for results (Hall et al.,
2004). As one of our core values, the organization expects that employees are accountable,
individually and collectively, to each other and Polytechnic A for our actions and for achieving
our promises (Polytechnic A, 2020). Furthermore, accountable cultures do not focus on how the
work is done, but they carefully monitor the results produced (Tran, 2017). It will be expected
that deadlines are tracked and met, outcomes are achieved within the specified budget
constraints, and documentation is maintained about what did or did not work well to facilitate
the successful change (Schmitz, 2012).
The importance of effective communication in converting knowledge into action has
been emphasized by observers of failed and successful organizational change initiatives (Canary
& McPhee, 2011). Communication within my portfolio is robust; however, we continue to be
challenged to effectively disseminate information across the institution. This area requires close
monitoring; effectively designed and delivered two-way information about the change initiative
will be essential to developing organizational capacity for change (Cox et al., 2018).
Communication complements the systems thinking dimension, which is the “approach
applied in viewing, analyzing, and tackling events, problems or issues” (Eneanya and Eneanya,
2020, p. 1003). Systems thinking recognizes “interdependencies within and outside the
organization’s boundaries” (Cawsey et al., 2016, p. 108). Transforming academic advising
requires that we get to the root cause of the problem(s) and access other departments' expertise
to develop holistic solutions. When system thinking is applied, each business decision must be
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analyzed according to the systematic consequences (Akdere, 2011). For example, will the
decision require employee training, impact service delivery, or require additional resources? By
focusing on the entire system, solutions can be identified that address as many problems as
possible in the system (McNamara). After all, organizational infrastructure that promotes
systems thinking is another critical dimension of organizational change readiness (Armenakis et
al., 1993).
Judge and Douglas’s (2009) assessment tool was used to gather data from faculty and
staff at Polytechnic A to assess aspects of change readiness. The results of this analysis suggest
the existence of an established foundation of trust in leadership, support, and buy-in for this
OIP by the top and middle organizational management. There is also an existing culture of
innovation and accountability to see this initiative through to completion, established
communication channels that require monitoring but are healthy, and a collaborative network of
cross-functional experts eager to collectively address the root cause(s) of this POP. The results of
this initial assessment suggest there is an imminent readiness for change at Polytechnic A.
Chapter 1: Conclusion
The overall goal of this OIP is to develop an academic advising model that demonstrates
its value to the institution and effectively contributes to the success of the organization and its
students. This chapter begins with an overview of the organizational context situated in Western
Canada at a time of significant public austerity amidst the significant secondary effects of the
COVID-19 pandemic. I then discuss my leadership philosophy and beliefs and describe two
leadership theories, transformational and distributed, which influence my overall leadership
approach. The problem of practice is introduced to the reader, which is influenced by the failure
of several previous attempts to establish a functional, high-quality academic advising model at
Polytechnic A. After a recent restructure and the (almost complete) amalgamation of academic
advising into one portfolio, a “call to action” from Polytechnic A’s executive leadership for
enhanced resource stewardship while preserving institutional impact has compelled me to lead a
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successful transformation of this function or risk institutional divestment. A few strategies were
employed to situate the problem of practice in broader contextual forces: a debate on who
should advise – Professional versus Faculty, and a review of the organizational context through
the lenses of institutional and organizational theory, with a focus on the bureaucratic, collegium,
and political models. Other aspects of Chapter 1 include four guiding questions emerging from
the problem of practice, a leadership-focused vision for change that clearly articulates the gap
between the current and desired state. Finally, Chapter 1 concludes with an assessment of
Polytechnic A’s organizational change readiness. The assessment tool used, Judge and Douglas’s
Eight Dimensions, yield positive results, although further organizational analysis will be
continued in Chapter 2.
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Chapter 2: Planning and Development
The focus of Chapter 2 is on the planning and development of this organizational
improvement plan. When instituting a change within an organization, there are many
stakeholders to consider, and gaining support and buy-in is crucial to the change effort's success
(Dickson, 2019). As such, the critical process of analyzing and planning for the change is what
this chapter emphasizes. It forms the foundation to develop a clear plan towards the positive
results intended by this change initiative.
Leadership Approaches to Change
Leadership is an important factor to the success of any organization (Hao & Yazdanifard,
2015). However, the answer to “What is good leadership” remains open to debate, and it
generates countless opposing arguments (Pinnow, 2011). Over the decades, the definition of
leadership has changed, but without universal consensus (Northouse, 2016). According to
Northouse, “leadership is a complex process having multiple dimensions” (p. 1). I subscribe to
the idea that leadership can inspire others to achieve a particular goal while also becoming their
best selves (Garton, 2017).
There are many different leadership approaches one can adhere to, as it should not be
viewed as a one-size-fits-all approach. Leadership requires flexibility when adapting one’s style
to the situation or person to be most effective (Northouse, 2016; Schou & Storm, 1980; Yukl &
Rubina, 2010). In Chapter 1, two preferred leadership approaches were introduced:
transformational and distributed. I acknowledge that these leadership approaches align with my
personal leadership philosophy and the institution's dominant leadership. The following section
explores how these approaches will empower change related to the POP.
Transformational Leadership
Transformational leadership was introduced in Chapter 1 as an approach that has
influenced me. This style will play an important part in helping me manage the change process.
It is referred to as transformational because it subscribes to the view that leaders can change
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others’ behavior (Bass & Avolio, 1994). The literature speaks to the importance of efficacy in
transformational leadership and how the leader affects followers. Some suggest that followers
look to a leader because of earned trust and charisma (Bass 1985). His quest to understand how
a leader generates this charisma and trust subsequently led to developing a transformational
leadership model with four components (the 4 Is): idealized influence, individualized
consideration, inspirational motivation, intellectual stimulation. Many scholars feel that these
components must be demonstrated (Bass & Avolio, 1994).
According to idealized influence, the leader is a role model who inspires respect and the
desire to follow due to personal integrity. Consequently, followers venerate their leaders and
seek to emulate them (Bass, 1985). To embody this approach, the change leaders involved in this
OIP must display high ethical standards, lead by example, be honest, open, fair, honorable (Bass
& Avolio, 1994), and uphold the strong values that bring life to The Polytechnic A Way.
Additionally, adhering to individualized consideration requires that we demonstrate a genuine
interest in people, recognize their differences, and adapt our style to accommodate their unique
skillset and personality (Bass, 1990). Offering our attention to the stakeholders involved in this
organizational improvement plan will allow us to harness their best efforts. Inspirational
Motivation sets the direction for this change initiative and reinforces momentum (Bass, 1995). It
necessitates having a compelling vision, sharing it, and helping people feel part of something
significant and worthwhile (Bass, 1990). As change leaders, we must make our expectations for
the stakeholders clear and elaborate further that we have immense confidence in their abilities.
Furthermore, we must demonstrate our commitment to supporting them in meeting
those expectations. Leaders who model confidence in their colleagues are better able to
empower others to strive to accomplish defined goals (Steinmann et al., 2018). Applying this
aspect of transformational leadership requires the leader to challenge their followers to learn,
grow and perform at exceptionally high levels by being imaginative and innovative and
challenging the status quo (Gosling et al., 2003). A focus on intellectual stimulation fosters
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independent problem-solving and promotes a culture in which employees develop intelligence
and rational thinking (Choi et al., 2016).
In summary, transformational leadership will propel the change process forward because
it encourages, inspires, and motivates followers to perform in ways that create meaningful
change. It also produces an engaged workforce empowered to innovate and ready to shape an
organization’s success (Gosling et al., 2003). This will be required to successfully shape the
future state of academic advising at Polytechnic A.
Distributed Leadership
At Polytechnic A, the practice of leadership is not limited to a title or role. It is something
that is expected of all and fostered at all levels of the organization. When a proposed change has
wide-reaching implications, it is common practice to bring together a broad stakeholder
representation with varied experience and expertise to brainstorm solutions to the problem
collectively. Our executive leadership team often refers to this approach as distributed
leadership because leadership is dispersed by virtue of the group and mobilized at all levels.
However, this involves more than merely assembling a diverse stakeholder group to work
together to qualify as distributed leadership. The task requires a humble leader willing to
dispense with a traditional leader and follower relationship. It requires contributions from many
employees and stakeholders (Spillane, 2006).
Distributed leadership couples nicely with transformational leadership because they
both rely on cohesive teams assuming ownership in identifying the necessary changes required
to solve challenging problems on behalf of the institution (Jones et al., 2012; Choi et al., 2016).
An engaged and empowered team can generate more innovative change initiatives, and thus a
greater capacity for improvement is realized (Harris, 2013). This approach also improves
productivity as it provides opportunities for academic and non-academic staff to engage in
meaningful activities while contributing to the team. The diverse team can marry their skills and
expertise in a way that moves the change forward (Gronn, 2010; Grenda & Hackman, 2014). In
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so doing, “the organization benefits from the combined expertise and interaction of school
leaders and professional colleagues, working in concert toward a common goal, so the outcome
is greater than the sum of individual actions” (Spillane, 2005 as cited in Grenda & Hackman,
2014, p. 54). Through distributed leadership and collaboration, organizational improvement
becomes a collective responsibility, not just an individual responsibility (Bennett et al., 2003).
Since this is an essential aspect of working together at Polytechnic A, incorporating
distributed leadership practices into the change process will also be required to forward the
change initiative. As change leaders, we are well-advised to leverage this approach to optimize
the likelihood of success in developing a high-functioning, institution-wide advising program.
Although we have the formal authority and institutional credibility to influence others, the
distributed leadership perspective is a good reminder that there are multiple sources of
influence within any one organization (DeFlaminis et al., 2016). DeFlaminis et al. conclude that
who the leader is may vary over time within a distributed leadership construct. Throughout the
change process, it will be important to observe who (individuals, pairs, or groups – formal or
informal) exerts influence over others. Paradoxically, the leader can leverage others’ leadership
abilities to empower the change process. After all, “leadership is about social influence and must
be used to help the organization set a direction and develop the human, organizational, and
instructional resources to move towards that shared vision” (DeFlaminis et al., 2016).
Ultimately, for distributed leadership to succeed, power dynamics must change (Bolden, 2007).
For these reasons described above, distributed leadership will also be a critical enabler in the
change process.
Framework for Leading the Change Process
There are many ways to look at change, and the perspective we adopt must be thoughtful
as it has profound effects on the way we lead others through a change process (Buller, 2014).
Buller suggests that most people will define change as “making something different from what it
was” (p. 29). In other words, what previously existed is being replaced entirely. This frame for
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change is known as the common view of change/replacement view of change. According to
Buller, it focuses on loss which is why it makes people feel uncomfortable. From this
perspective, it is not the change people fear, but it is the perceived loss (Buller, 2014). However,
this way of thinking is short-sighted in that it is substitution rather than change occurring. That
is, for real change to occur, some semblance of the previous state must remain intact (Buller,
2014). The classical view of change considers that the essence of something remains intact after
the change initiative (Buller, 2014). This representation of the change resonates with me and,
using that lens, is apropos to this proposed initiative. Whenever possible, my subordinates and I
discuss these perspectives of change with our employees and reinforce how the classical view of
change applies to becoming our future state.
Type of Organizational Change
A common reason that many organizational change initiatives fail is that leaders do not
recognize the difference between first-order and second-order change (Kezar, 2018).
Understanding this important concept is crucial. The change initiative shapes the approach that
demands consideration (Kezar, 2018). Kezar (2018) declares that first-order organizational
change consists of improving what already is and involves incrementally finding ways to do
things a little more efficiently. In contrast, second-order change involves doing something
significantly or fundamentally different from what has been done before (Bergquist, 1993). I
suggest that the proposed change introduced in Chapter 1 and articulated as the POP includes
both types of change. As a first-order change, we intend to improve what is already working well,
and some may accept the change because they believe this constitutes innovation (Marzano,
2005). However, the proposed change will likely require developing new knowledge and skills.
Some stakeholders are likely to resist this as they disagree that this degree of innovation is
necessary, and this hesitation is characteristic of second-order change (Marzano, 2005).
Change is not easy, especially in the context of higher education (Radwan, 2020).
Therefore, change can feel daunting and unmanageable (Bridges & Bridges, 2016). Fortunately,
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change tools can provide a systematic and structured approach to leading change, enabling a
seamless transition from the current to the desired state (Anderson & Anderson, 2001). This
next section’s focus will be the mechanics of making change happen, which Cawsey et al. (2016)
argue requires purposeful thought and planning. Many different change and transition models
exist, with many overlapping ideas and processes (Galli, 2018). This OIP explores Bridges’
Transition Model and Kotter’s 8 Step Change Model as processes for leading change.
Bridges’ Transition Model
The ideal methodology to be employed depends on the organization and its stakeholders'
needs and preferences (Buller, 2015). The academic advisors in the Transition Services portfolio
have experienced a significant change to their organizational structure and work processes over
the past eight years. As such, the aura of change fatigue is palpable and apprehension towards
yet more change is high. Change is an emotion-charged issue for many, which increases
resistance (Huy, 2002). Bridges’ Transition Model helps leaders understand how people feel as
change progresses so that proactive strategies and supports can be employed, guiding them
through the change and ultimately towards acceptance (Bridges & Mitchell, 2000). This theory
is unique in that it focuses on transition and not change itself. Doing so helps to manage the
resistance to change (Bridges & Bridges, 2016). Bridges and Bridges acknowledge that the
difference between transition and change may be subtle, but it is an important concept to
understand. Change is situational and tangible, whereas transition is the psychological
movement through the change process (Bridges & Bridges, 2016). Furthermore, Bridges and
Bridges suggest that change is problematic because it is an emotional experience for most. The
Transition Model focuses on three main stages: 1) the Ending Phase; 2) Neutral Zone; 3) New
Beginnings.
The ending phase is about “letting go” and marks the start of change as people begin to
identify what they are losing and learning how to manage these losses (Bridges & Mitchell,
2000). Bridges and Mitchell suggest that people need to come to terms with the change during
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this phase and may feel threatened in response. Therefore, negative emotions and resistance are
often associated with this phase (Bridges & Bridges, 2016). As noted above, the academic
advisors are already exhibiting feelings of loss because of our restructure, which will require
acknowledgment and attention. The next phase is the neutral zone, representing when people
start to make the changes but are conflicted between the old and the new (Bridges & Mitchell,
2000). During this phase, Lawrence et al. (2014) suggest that people can feel insecure and
confused yet still upbeat and optimistic. Additionally, peoples’ ability to progress to the next
phase of this transition’s model may be impacted without additional support at this stage
because they feel insecure (Lawrence et al., 2014). New beginnings are the final phase and can
only start once they are ready to move forward (Bridges & Bridges, 2016). In this phase, people
embrace the change and begin to understand its importance, although everyone will not reach
this stage simultaneously (Brisson-Banks, 2010).
Bridges’ Transition Model helps change agents understand how people feel and how they
will react to organizational change by explaining their transition experience (Lawrence et al.,
2014). In so doing, practical solutions can be developed to support those who may be struggling
with the change initiative (Brisson-Banks, 2010). However, this model's scope is narrow. It only
focuses on human transition and does not consider the complexity of other important factors to
manage when a leader navigates the organizational change (Belyh, 2019). Therefore, a second
change model will also be considered.
Kotter’s 8 Step Change Model
A popular change management framework is John Kotter’s 8 Step Change Model (2012).
This model addresses both change and transition and is considered a good starting point for
implementing change (Appelbaum et al., 2012; Brisson-Banks, 2010). Kotter argues that an
organization must successfully progress through each step sequentially, often necessitating
earlier stages be revisited (Cawsey et al., 2016; Pollack & Pollack, 2014). Although it is linear, it
has a reputation for being easy to follow and successful at attaining employee buy-in at the
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macro-level (Belyh, 2019). The POP introduced in Chapter 1 requires solutions with far-reaching
implications, so the framework for change must include a model to address those effects.
Following Kotter’s eight steps ensures that the organization is prepared for the changes and
committed to embracing them (Brisson-Banks, 2010).
The first step in Kotter’s model is to establish a sense of urgency. This step aims to
prepare stakeholders for the upcoming change and motivate them to contribute (Kotter, 2012).
Everyone involved should feel the irreversible need for change, and that change is critical for
organizational growth (Appelbaum et al., 2012). In academic advising at Polytechnic A, support
is required from both the advising team and academic staff. Both must believe another change to
the advising function is necessary to serve our students better and meet institutional strategic
objectives. Guiding questions must be clear to our stakeholders, such as “Why do we need the
change and what is in it for the institution?” (Radwan, 2020, p. 4).
The second step is creating a guiding coalition. This step requires getting the right
people on the team. They must represent different departments, have varied expertise, possess
leadership authority, be respected within the institution, and help drive change within the
organization (Cawsey et al., 2016). This initiative is already endorsed by senior leadership within
student services and by the academic programs, so the focus should be on recruiting other key
stakeholders to round out this guiding coalition. The third step is to develop a vision and
strategy. This gives people something to aspire to and forms the base for the implementation
plan (Cawsey et al., 2016). The vision will be informed by the research and findings discussed in
this OIP. The fourth step is to communicate the change vision. This step requires that the new
vision and strategy be communicated frequently and through multiple channels (Kotter, 2012).
The guiding coalition can communicate the change plan across the organization and enlist
others to put the change initiative into action (Kezar, 2018).
According to Kotter (2012), the first four steps help “defrost a hardened status quo,”
whereas steps five to seven introduce new practices (p. 24). For broad-based action to take root,
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the fifth step focuses on empowering employees. This requires that I encourage those involved
in the change to take risks, undertake aspects of the project, and consider non-traditional ideas.
During this stage, obstacles must often be removed, including changing systems, processes, or
structures that undermine the change vision (Kotter, 2012). The sixth step focuses on
generating short-term wins. Large-scale organizational change takes time. Therefore,
highlighting short-term gains will keep stakeholders motivated (Cawsey et al., 2016). It takes
years for change to become institutionalized, so step seven reminds us to consolidate gains and
make improvements informed by performance metrics until the change is deep-rooted in the
workplace culture. This step is the final one and is known as anchoring new approaches
(Cawsey et al., 2016).
Kotter’s (2012) model emphasizes aspects of transformational and distributed leadership
that align with the approaches outlined in this OIP and with Polytechnic A’s culture. Kotter’s 8
Step Model also addresses both change and transition, which is a limitation of the Bridges
Transition Model. Furthermore, Kotter’s model focuses on the people who need to change and
those most impacted (Kezar, 2018). A significant limitation of Kotter’s model is that it can lead
to resistance or resentment amongst the stakeholders because it fails to consider how people
react to major change (Ramasamy & Ganesan, 2017). It will be essential to lean on the
collaborative and supportive aspects of transformational and distributed leadership to mitigate
these barriers. Consequently, Kotter’s 8 Step Model and Bridges’ Transition Model will be the
frameworks for leading the change proposed in this OIP. An illustration of these models is in
Appendix B on p. 125.
Critical Organizational Analysis
During periods of organizational change, two distinct aspects must be considered: how
to lead organizational change and what to change (Cawsey et al., 2016). To effectively address
my POP, it is necessary to explore and understand both aspects. It is first necessary, however, to
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analyze the problem and diagnose the change required. This exercise demands the use of a clear
organizational framework (Cawsey et al., 2016).
Lewin’s Force Field Analysis
In Chapter 1, Judge and Douglas’ Eight Dimensions (2009) was used to explore
Polytechnic A’s organizational readiness. Overall, the assessment was a positive one. However,
to expand on Polytechnic A's analysis, this OIP needs to consider the internal and external
forces that will influence the anticipated change. Organizations are multidimensional
arrangements of “people, systems, and structures that interact according to the forces at play”
(Cawsey et al., 2016, p. 195). By identifying and defining the driving and restraining forces,
organizational problems can be better understood (Falletta, 2014). It is critical to understand
the forces and how they influence one another when the status quo is altered. One popular
methodology is force field analysis, which is a model developed by Lewin (1951). It was intended
to analyze and manage organizational problems. Coghlan (2014) refers to this framework as a
practical problem-solving and decision-making tool for mapping forces that interfere with a
change situation. Moreover, pressures that influence change manifest in various forms due to
internal and external sources (Celep et al., 2016). Thus, change leaders must ensure the balance
is maintained between the forces for change (driving change) and the forces opposing it
(restraining change) (Burnes, 2004).
Under the current climate, the provincial government has imposed increased
expectations for performance measurement, accountability, and effective and efficient service
delivery. With these expectations come fewer fiscal allocations. Given this, institutional
leadership has made change a necessity and not an option. Significant changes have already
occurred over the last year. Despite these powerful change drivers, it is important to recognize
potential restraining drivers at play. The new President & CEO, who started in August 2020, was
not involved in the change initiatives already in progress or soon planned. Is it possible that she
will chart a new course for the institution moving forward? Many employees now question their
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job stability with recent staff reductions, and change fatigue is a reality. The previously
discussed budgetary constraints also limit the options for change. Recently, the provincial
budget confirmed further budget reductions to PSIs in Province B, which translates to a 6.3%
decrease for Polytechnic A (Toews, 2021).
Finally, the unknowns of the COVID-19 crisis are numerous, including future program
and service delivery and the impact on long-term enrolment numbers. Despite these unknowns,
after reviewing the restraining forces, it seems clear that they are not strong enough to outweigh
the strength of the driving forces that are seemingly irresistible.
A summary of the force field analysis is provided below in Table 1.
Table 1
Polytechnic A Force Field Analysis
Driving Forces

Estimated
Strength

Staff cooperation based on
previous change experiences

Status
Quo

Restraining Forces

Estimated
Strength

Weak

Change fatigue and
resistance

Medium

Organizational and
departmental restructure

Strong

Fear of job stability

Medium

Imposed departmental
mandates

Strong

Potential changes in
strategic direction due to
new President & CEO

Strong

Organizational leadership’s
credibility and commitment

Medium

Current structure of
advising in the School of
Business (inertia)

Medium

Students’ evolving needs and
expectations

Strong

Lack of data to inform
capability gaps

Strong

Limited resources while
demand for service increases

Strong

Budget constraints and
limited resources

Strong

New government-imposed
performance metrics for
funding

Strong

Competing operational
and strategic
requirements

Medium

COVID-19 Crisis (needing to
pivot quickly)

Strong

COVID-19 Crisis (longterm impacts)

Strong
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Where possible, the driving forces' strength will be leveraged to decrease or overcome
the forces of resistance (Cawsey et al., 2016). According to Falletta (2014), this model will enable
the development of goals and strategies to move the organization toward the desired state.
However, Lewin’s Force Field Analysis limitation is that it is often too simplistic to be used as a
tool to provide a comprehensive system-wide analysis (Falletta, 2014). As such, this OIP will
apply the use of Galbraith’s Star model (1982).
Galbraith’s STAR Model
The STAR model is a framework for making design choices regarding organizational
strategy and execution (Galbraith, 1995). This framework consists of five categories: strategy,
structure, processes, rewards, and people (Galbraith, 2014). The design elements of each affect
the organization's overall direction, the nature of leadership required, the flow of information,
and workers' competencies and motivation (Falletta, 2014). Galbraith (2014) further elaborates
that an effective organization must have all of these factors aligned: “they fit together and
reinforce one another, and the people in the organization then receive a consistent message of
the expectations of appropriate deportment and behavior” (p. 19). Galbraith suggests that these
factors are directly controllable by leadership teams. Leaders can decide the organizational
structure, their processes for decision-making, and the people they will hire. Galbraith’s STAR
Model is valuable in mitigating the challenges of an imperfect structural design, or it can provide
the basis for which an organization determines its design (Robinson, 2020.). For these reasons,
this model adds value to my analysis.
Strategy
The STAR Model's first component is strategy because it dictates which activities are
most necessary (Galbraith, 2014). Strategy aligns with institutional priorities, objectives, and
goals; it determines the target audience(s), services to be provided, the service delivery model
employed, and how value will be created and delivered to the intended audience and

44
stakeholders (Lewis-Aguilar et al., 2019). In so doing, strategy defines the basic direction of an
organization (Robinson, 2020).
In the case of this OIP, the focus will be specifically on academic advising at Polytechnic
A. The selected leading change framework, Kotter’s 8-Step Change Model, requires that a
compelling vision for change be created. That is, what should academic advising be and do?
Developing a strategy for the function will chart the path forward for achieving that vision (de
Haaff, 2020). To date, there has not been a clear strategy for academic advising within the
institution, nor has advising been deliberately mapped to organizational objectives, despite its
criticality to student success. The various ad hoc changes to the academic advising model have
reflected this lack of clear strategic alignment over the years. The lack of strategic direction
challenges the unit to be intentional about its work and determine how to utilize resources
effectively. If this gap persists, it will be challenging for any future advising model to measure
and demonstrate its value to the institution or to the students it seeks to support.
Structure
Galbraith (n.d.) contends, “the structure of an organization determines the placement of
power and authority within the organization” (p.3). The restructure engineered last year
resulted in a functional organizational structure that arranged workers according to their
specific skills, knowledge, and sometimes job title. A functional structure aims to pull together
the information and human resources necessary to provide one activity in a single place
(Davoren, 2019). In so doing, it is expected that production will be more efficient and of a higher
quality (Davoren, 2019). However, the current needs of the institution must be reassessed given
the recent restructuring. Recent additions to the academic advising team were resourced using
outdated methodologies that must be recalibrated to reflect the institution's current needs and
students. Also, the School of Business continues to operate a separate academic advising
function apart from the centralized capability. Opportunely, this latter decision is soon due to be
reviewed.
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A needs-based human resource (HR) approach must be tempered by the reality of
constrained resources. Therefore, key leadership stakeholders must be engaged. These include
The Associate Vice President (AVP), PESS, the Associate Dean of the School of Business, the
Director of Student Learning and Success, the Manager of Transition Services (my position),
and my counterpart in the School of Business, who is also a Manager but has a title of Strategic
Leader. Strategic oversight, decision-making, and academic advising performance at
Polytechnic A are the AVP's responsibilities. However, my team and I are ultimately accountable
for advising outcomes.
Furthermore, the institution will not realize the efficiency or high-quality services
associated with a functional organizational structure unless academic advising service delivery is
entirely centralized and an appropriate structure is implemented (Edwards, 2014). The current
organizational structure referenced in Appendix A, p. 124, validates what has been discussed so
far: institutional academic advising is already primarily structured under one manager,
accounting for most of Polytechnic A’s total advising resources.
The key leaders identified above also form the basis of our initial guiding coalition and
will be vital change agents for this OIP. This group must communicate the urgency for change to
the remainder of the institution to build the momentum required to see change through to
completion. Moreover, the guiding coalition can strengthen by enlisting other organization
members across all levels.
Processes
Lewis-Aguilar et al. (2019) offer that “processes represent the flow of information
required for decision-making, as enabled by the implementation of information technologies,
within an organization” (p. 4). Galbraith (2014) highlights three kinds of information and
decision-making processes: informal, business, and management (pp. 37-44). This section will
focus on business and management processes. A business process is a series of related tasks that
result in the desired output (Bhasin, 2019). For an organization to flourish, processes must
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function smoothly, and a system should be in place to ensure they are monitored, evaluated, and
optimized (Bhasin, 2019). Processes can be enterprise-wide, within a function, or crossfunctional (Galbraith, 2014). The goal of processes is to remove waste (non-value-adding
activities) so that goods or services cost less and are of higher quality (Soni et al., 2014). Closing
the gaps within the unit’s internal business processes offers the greatest opportunity to optimize
production, mostly within our control, to revise and improve. There is no longer room for waste
or time spent on non-value-adding activities with limited advising resources and increased
demand.
The amalgamation of the different advising functions into one portfolio introduced many
new processes. Unfortunately, some of these processes conflict with one another, and some are
inefficient and ineffective. For example, advisors who support students with disabilities and
learning barriers utilize an online appointment booking and triage tool. Meanwhile, a manual,
resource-intensive process remains in place to book academic advisors seeing prospective
students or students requiring immigration support. Many time-consuming administrative tasks
exist within the learning/disability and immigration advisor’s portfolios. Also, advisors must
monitor a high volume of student inquiries from multiple email inboxes. Managing incoming
emails interferes with our ability to provide real-time advising services. Consequently, the
current program does not have adequate academic advisors' capacity to focus on relationship
building, act proactively, or provide timely, high-quality services to students, especially to those
with emergent needs. Therefore, solutions to mitigate these issues are badly needed.
The third type of information and decision process introduced by Galbraith (2014) is the
management process, which is how organizations execute their strategy. Galbraith indicates
that “management processes are for allocating scarce resources to leverage the opportunities
that the organization faces” (p. 40). Money is often assumed to be the key limiting factor, but the
scarcest resource hindering organizations from implementing their intended strategy is HR
talent (Galbraith, 2014). Therefore, important management processes should be appropriately
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dedicated to allocating the scarcest “strategy-limiting” resources (Galbraith, 2014, p. 43). In
academic advising, our budget is fixed for the upcoming year, which will remain a constraining
factor for many years to come. This impacts my ability to attract and manage HR talent and
acquire the technical resources necessary to enhance our service delivery model. Therefore, I
must be creative and intentional in seeking the greatest utility for the limited resources I have at
my disposal to address the POP in this OIP.
Rewards
Rewards are a form of recognition that influences people's motivation to perform well
and advance organizational goals (Robinson, 2020.). In a unionized environment, I have no
authority to alter compensation practices or enact promotions, so any actions must conform to
the collective bargaining agreement and institutional hiring practices. However, developing
recognition systems and job challenge, and skill development as rewards are well within my
purview. Workplace recognition is motivational and engenders a sense of accomplishment and a
sense that employees are valued for their work (Mann & Dvorak, 2016). According to Mann and
Dvorak, it boosts individual engagement, thereby improving overall team performance.
Consequently, recognition becomes both a tool for personal reward and an opportunity to
reinforce the organization's desired culture (Galbraith, 2014).
On the other hand, job challenge is a type of motivation that centers around the job's
challenges and internally generates personal satisfaction from completing a job well (Galbraith,
2014). Galbraith asserts that organizations that recognize and enable employees to develop
additional skills will attract and retain more people than those that do not. The quality of
academic advisors and their performance will be key enablers for a successful advising program
at Polytechnic A. Our advisors thrive in performing meaningful, high-value work. NACADA
(n.d.) agrees. As a necessary condition for excellence in Academic Advising, they recommend
“institutions should employ effective selection practices, professional development, and
appropriate recognition and rewards for all advisors and advising administrators” (pg. 1).
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Although Polytechnic A has an employee recognition system, we have not employed formal or
consistent recognition practices exclusive to the academic advising function. There is a clear gap
compared to our desired state. Additionally, this highlights the importance of providing
meaningful, high-value work for one’s employees.
People
People are considered the final component of the STAR model; however, the adage “last
but not least” certainly applies here. This factor focuses on choosing and fostering the skill sets
and mindsets for current and future employees that align with the organization’s strategic
priorities (Galbraith, 2014). This area considers the human resource policies of recruiting,
selecting, training, and developing the organization's people to realize its vision and achieve its
strategic objectives and goals (Robinson, 2020). Galbraith (2014) introduces us to a practice
called “hire for fit, train for skills,” which compels the hiring manager to match the personality
of the individual being recruited with the culture of the organization (p. 54). Polytechnic A is
most interested in people who are a good fit with its culture because collaborative behaviors are
required to accomplish its day-to-day business (Galbraith, n.d.). Collaboration is also one of its
core values; however, these hiring practices have not always been explicitly applied in the
institution’s hiring practices. In academic advising, the present team includes several staff
members who have over ten years of service. However, amalgamating different advisors from
other areas of the organization has highlighted the different mindsets and skillsets now
comprising the new team.
Gaps in this area compromise the unit’s ability to contribute to the organization’s vision
and the desired state of academic advising. Therefore, they will need to be addressed.
Based on this organizational analysis, the following gaps need to be addressed:
1. Absence of clear linkage between the academic advising function and institutional
strategic plan.
2. Absence of standardized academic advising processes and practices.
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3. Absence of a defined framework for delivery of advising services to students.
4. Non-standardized training and development for advisors.
5. Competing administrative and academic advising demands for advisors.
Possible Solutions to Address the Problem of Practice
This section proposes four possible solutions that address the gaps identified in the
critical organizational analysis. Each would contribute to the development of a sustainable and
responsive academic advising program at Polytechnic A. Each solution is introduced
individually and evaluated based on the required time, human, fiscal, information, and
technological resources in the following section. Furthermore, a fifth culminating solution is
offered as a conclusion.
Solution #1: Implement an Artificial Intelligence Capability
Higher education is under pressure to modernize the student experience while becoming
more efficient at service delivery by leveraging technology (Varney & Dumeng, 2019). Academic
Advising is a critical enabler for student success while also contributing to a positive student
experience. So, it is wise that institutions invest in the necessary tools to enable advisors to
manage their workloads effectively (Varney, 2007). Technology can minimize the time spent on
low-impact tasks while maximizing the time available for high-impact activities, such as 1:1
student contact and support (Varney & Dumeng, 2019).
Artificial Intelligence (AI) refers “to the simulation of human intelligence and decisionmaking in machines programmed to think like humans and to mimic their actions”
(Frankenfield, 2020). AI can address many business issues with seemingly no limit to how it can
be applied (Helmer, 2019). Implementing an AI capability could realize badly needed
efficiencies in the advising function. For example, high volume, frequently asked questions
(FAQs) could be addressed by developing a standardized and automated response capability to
streamline operations and reduce administrative time spent by advisors reacting to these
inquiries (Helmer, 2019). AI could also be incorporated into existing processes, such as program
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progression tracking, to allow students the opportunity to self-serve when appropriate (Varney
& Dumeng, 2019). Currently, academic advising has adopted a reactive posture in that it awaits
the student to pull support. With AI, advisors could identify students at risk earlier to
proactively reach out to them while their situation is still manageable (Varney & Dumeng, 2019).
I have personal experience exploring AI solutions during my previous role as Polytechnic
A’s Contact Centre manager. This area experiences a high volume of inquiries
(220,000/annually) and was considered an ideal candidate as a testbed for an AI solution. The
internal labor costs to support the initial development of an in-house AI tool were estimated at
$211,800 (@ an average rate of $60/hour) and 3,530 hours of work. These figures do not reflect
ongoing operational costs, however. Also, an in-house solution requires the manual creation of
knowledge articles by subject matter experts to facilitate machine learning. It was estimated to
take 480 hours to create enough articles to resolve 10% of our inquiries. I was the lead on this
project for 12 months until my role changed in December 2019. To date, AI has yet to be
developed to the point that it could be implemented to support Polytechnic A’s Contact Centre.
However, “off the shelf” AI tools exist, which would be less time-consuming and labourintensive to deploy and need to be interoperable with existing operating systems. One example
is IBM Watson. According to their website, a monthly subscription costs $7,854.60, or almost
$95,000 yearly. (IBM Watson, n.d.). Either way, these tools involve significant training and time
spent optimizing the use of the system end-users. This requirement would result in lower
productivity, at least temporarily. Moreover, it would also be challenging to sell such a solution
to staff, given the front-end requirements. Another barrier to this proposed solution is that staff
fear massive job losses due to technology automation (Roberts, 2008). This fear is compounded
as a result of the job losses incurred from our recent restructure. Rolling out AI tools for
business processes could also be problematic because many established staff are not
comfortable with new technology, which becomes a significant stressor for some employees and
can increase resistance to the change (Helmer, 2019). Due to the many barriers that can arise
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with a technical solution, tech adoption at an organizational level is often slow or even nonexistent (Roberts, 2008).
Solution #2: Implement a Centralized Advising Model
Three organizational structures exist to describe models for delivering advising services
(Pardee, 2004). These are known as centralized, decentralized, and shared structures. At
Polytechnic A, decentralized and shared models have previously, but unsuccessfully, been
deployed. In a centralized advising model, the institution relies on all advising services to be
delivered via a single source, usually an advising centre (Pardee, 2004). Pardee notes that the
self-contained model is the only entirely centralized structure that exists. This model is
primarily staffed with professional advisors or counselors, and it is frequently found at 2-year
public colleges in the U.S. The benefit of this model is that it provides consistent advising
services, which are generally more accessible and visible to students (Habley, 2000).
The recent amalgamation of various institutional advising hubs integrated advisors who
saw prospective students, current students, and alumni, both domestic and international. The
restructure also consolidated specialized advising: career development, learning barriers,
disability supports, and immigration advising. To realize a fully centralized model, the
academic advisors now practicing in the business school would need to transition to my
portfolio. As a result of this shift, it is expected that new processes and procedures would also be
introduced to the team. As new team members join the existing cadre of advising staff, the team
dynamics will shift. Therefore, it will be important to spend time team-building, expectationsetting, and standardizing our delivery model. Processes and procedures will need to be updated
to reflect the onboarding of different personnel with different skill sets. I will also need to spend
a minimum of six weeks initially to allow cross-training, job shadowing, and the new team's
professional development. This would enable me to maximize our resources and optimize our
advising capacity. Additionally, centralizing advising will alter the dynamics of my relationship
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with faculty and administrative staff at the School of Business, so those relationships will need
to be carefully and proactively managed if this solution is to succeed.
Solution #3: Implement a Needs-Based Human Resource Planning Approach
There are three key functions expected of Human Resource organizations: workforce
planning (dealing with quantity), workforce production (dealing with quality), and workforce
management (dealing with performance) (Gavel, 2003). All three must be aligned to ensure
service delivery is efficient, cost-effective, and of high quality. Human resource planning
involves estimating human resource requirements and implementing policy interventions to
address mismatches in HR supply and demand (Furber et al., 2015). Traditionally, HR
departments have tried to predict quantitative human resource requirements based on crude
indicators such as provider to population ratios. This data is often easily accessible and
uncomplicated to apply, although it yields notoriously unreliable results. However, there is little
foundational logic or scientific evidence to support the selection of one ratio as being optimal
(Segal & Leach, 2011). These simplistic methodologies have been criticized because they fail to
measure the target population's current needs adequately or account for what those needs might
be in the future. Forecasts are often chained to assumptions based on current paradigms
(infrastructure, information technology, models of service delivery, and structure), which
hampers the ability to improve productivity (Gorman, 2015). Additionally, Gorman suggests
that the quality of service is frequently conflated with the quantity of service production,
resulting in inequities in access and outcomes.
The demand for Academic Advising is dynamic and is driven to a certain extent by
socioeconomic forces, demographics, and enrolment trends. However, it is also affected by
organizational strategy and policy, which ultimately determine the target population.
Interestingly, there has been a recent move for Human Resource (HR) planners to adopt an
integrated needs-based approach to HR Planning, which incorporates systems design in
combination with a consideration of population needs (Needs-Based Model-NBM), standards of
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service delivery and provider productivity (O’Brien-Pallas et al., 2000). This methodology has
been driven by demands that organizations become more efficient and has been enabled by
technological advances facilitating the degree of data analysis possible. The NBM process first
requires the population to be adequately characterized. This helps determine the most suitable
model of care, service configuration, and skill mix to meet the need for services now and in the
future. This methodology is useful for identifying service gaps that need to be closed. It can also
indicate if the system will be unable to meet present and future demand adequately.
Consequently, strategic leadership can then decide if taking measures such as developing policy
interventions (i.e., decreasing the population served or services provided) are necessary to
restore balance. NBM also demands a thoughtful exploration of innovative ways to deliver
services to improve productivity. This includes assessing the appropriate type, mix, interplay,
and configuration of staff. A key goal of NBM is to maximize scopes of practice, such that the
least qualified but appropriate employee is assigned a task, so the model can offer
recommendations regarding redefining what tasks should be performed by whom (Singh et al.,
2010).
A natural consequence of this approach is that it demands improved metrics on service
delivery. This allows scaling of programs based on need and a method to determine the
associated HR costs/savings. Therefore, HR levels are reflective of the programs being delivered.
Additionally, it curbs enthusiasm for adding services as HR costs are defined up front. The
impacts to service delivery of existing programs can be demonstrated when new services are
added without the requisite changes in HR. However, despite its significant promise, this
approach is quite complex, dynamic and it demands a significant degree of experience to
implement. So, there is a discrete upfront investment required. An inclusive needs-based
approach also demands accurate statistical information as substantial data manipulation and
advanced analysis is needed to support decision-making (O’Brien-Pallas et al., 2003). Few
organizations have the resources and capability to implement an integrated NBM on their own
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entirely. As a result, external support is usually necessary. It also takes time and training to
develop the requisite technical expertise and to ensure that high-quality datasets are maintained
for the system to be competent. Considerable organizational commitment is necessary because
researchers, service providers, policymakers, and decision-makers must work closely together to
gain trust in the process and each other.
Despite the scalability and potential of employing such a model, adopting an NBM
workplace planning model would require a great deal of engagement with Polytechnic A’s
leadership and its HR department to convince them of its benefits. Also, Polytechnic A does not
have the current ability to provide the data collection and analysis necessary to support a needsbased approach. Given the current fiscal climate, there may be little appetite to procure
appropriate information technology (IT) solutions or pay external contractors to implement the
system and train our key stakeholders to operate it. Finally, as busy as they are trying to meet
new provincial government regulatory requirements and considering the COVID-19 crisis, there
may not be a willingness to spend the valuable time required to understand and employ such a
system.
Solution # 4: Develop an Academic Advising Strategy
The emergence of strategic planning in higher education coincided with a challenging
period of rapid change in enrolment numbers, demographics, and inconsistent public funding
during the 1980s (Hinton, 2012). Increased demands for greater accountability from
governments, the public, and accreditation organizations led to developing assessment
standards and learning outcomes measures (Jongbloed et al., 2018). According to Jongbloed et
al., these institutions were expected to operate more efficiently, make smarter choices among
competing priorities, and set the course for sustainable futures. Given the current dynamic
environment marked by shifting demands and declining resources, the capability to align
program delivery, allocate resources according to institutional priorities, and maintain
accountability for outcomes, has never been more critical.
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Strategic plans have several components, each of which serves a specific purpose. A
strategic plan's foundation is the organizational mission statement, which declares why the
institution exists and what its operations intend to achieve (Hinton, 2012). Organizational
values are the characteristics considered to be important in how institutional employees
conduct their work. The vision statement is vital and is aspirational in that it provides a clear
description of what the institution intends to become within a specified timeframe. Strategic
objectives set a course by giving a general direction to move towards; however, a strategic goal
connotes a specific achievement or target reached and “checked off.”
Implementing a strategic plan depends on the institution’s ability to turn strategic
thoughts into operational action to get the job done. Turning goals and objectives into a
prioritized and sequenced work plan is the implementation plan's role, which must be directive,
clear, and documented (Eckel & Trower, 2019). Based on the sequence and priorities of the
implementation plan, this will inform the business planning cycle. Strategic planning should
also guide staff development and training and the procurement of new enablers such as
technology solutions (Hinton, 2012). Thus, it is necessary to use various methods to ensure that
the plan actively integrates into decision-making at all institutional levels.
Fortunately, Polytechnic A has committed itself to the strategic planning process, albeit
recognizing that extra resources can only be dedicated to the highest priority items given the
current environment's constraints. Considerable time and human resources have already been
expended in this arena. Polytechnic A’s strategic plan was updated in October 2019 and
rebranded Polytechnic A 2021+ to reflect updates and the changing external environment. In
turn, the AVP of PESS has released 12 mandates to their subordinates, aligning with Polytechnic
A’s recently refreshed strategic plan. Each mandate identifies leads, collaborators, resources,
and external stakeholders; however, our role as leads is to identify priorities and initiatives that
support our respective mandate(s). In the case of the mandate that pertains to my area,
“ensuring students have access to supports and services to successfully transition into, through,
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and out of Polytechnic A into the workforce,” developing a unified academic advising strategy
would be constructive. This strategy would also realign policies and procedures with the
overarching strategic plan, and it would assess whether the form meets function. Developing
such a strategy would be a natural progression of this more comprehensive process while lying
within my purview to influence, lead, and implement. Also, this process would force a reevaluation of advisor training and education to ensure they can meet the organization’s
priorities, given the resources allotted to the function. Implementing would be possible using
primarily internal expertise. However, engaging with stakeholders will be critical and where the
most time will be devoted.
Summary of Possible Solutions
New or improved technology is vital to enable the long-term sustainability of a service
area like academic advising, where demands already exceed capacity. The potential to support
future growth is limited. Artificial Intelligence offers great promise in addressing the
department’s absence of standardized processes and procedures. However, both an in-house
and an “off the shelf” solution is not favourable in the current fiscal climate given the significant
time, human, fiscal, and technological resources required to implement.
Implementing a centralized academic advising capability would occur well within the
timelines required for this OIP. This solution would improve our ability to create an institutional
framework for delivering academic advising to students. Initially, this solution may decrease our
efficiency and service capacity as new processes, additional administrative tasks, and competing
priorities would follow. However, over time this would improve and address more of the gaps.
Furthermore, having academic advising under one umbrella would ensure training and
development are standard and consistent. However, this solution fails to address the absence of
a clear linkage between academic advising and institutional strategy, although it would help.
Implementing a needs-based HR planning approach for advising would offer an accurate
determination of the most cost-effective type, mix, interplay, and configuration of staff to better
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meet the current and future needs of the student population (Singh et al., 2010). This solution
addresses three gaps but is resource-intensive, requires specialized knowledge to implement,
and requires a significant data collection and analysis capability that exceeds the current state
(O’Brien-Pallas et al., 2003).
The final solution proposed is to develop a strategy for academic advising. Developing a
strategy for the advising function would directly link tactical policies and procedures to the
overarching strategic plan. It would also ensure those processes were standardized and efficient.
Furthermore, this solution would guide the training and education of staff and future
procurement of any support tools. The resources required to implement this solution lie within
my portfolio, although I will leverage the facilitation support offered through Organizational
Development Services (ODS) at Polytechnic A. I will be expected to undertake extensive
engagement with stakeholders to gain substantive institutional buy-in for advising program
delivery changes. This level of engagement will demand substantial time and effort to be
expended as ongoing facilitated sessions will be required to develop the strategy for academic
advising.
Chosen Solution
Further analysis, summarized in Table 2 on p.58, indicated that one of the possible
solutions has the greatest potential to close the gaps identified by the critical organizational
analysis. Another solution will also be implemented because doing so will offer a synergistic
effect with the other preferred solution. Additionally, the requirement for time, human, fiscal,
technological, and information resources for both are relatively moderate. This dependency is
especially critical in the current fiscal climate. Moreover, my confidence in implementing these
solutions as a change leader is high because of my position within the institution and the clear
alignment to the existing organizational context. Therefore, I intend to move forward with a fifth
proposed solution that combines implementing a centralized advising model with developing a
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strategy for the academic advising function. These solutions are scalable, and implementation
lends itself well to an iterative deployment utilizing the Plan, Do, Study, Act (PDSA) cycle.
Table 2
Summary and evaluation of possible OIP solutions
The following gaps need to be addressed:
1. Absence of clear linkage between the academic advising function and institutional strategy.
2. Absence of standardized academic advising processes and practices.
3. Absence of a defined framework for delivery of advising services to students.
4. Absence of standardized training and development for advisors.
5. Competing demands for administrative tasks with academic advising tasks.
Resources
Solution #1
Solution #2
Solution #3
Solution #4
Required &
Implement an AI Implement a
Implement needs- Develop an
Feasibility
capability
centralized
based human
academic advising
advising model
resource planning strategy
Time
XXXXX
XX
XXXX
XXX
Human

XXXXX

XX

XXXX

XXX

Fiscal

XXXXX

X

XXX

X

Information

XXXXX

XXX

XXXXX

XXX

Technological

XXXXX

X

XXX

X

Confidence to
Implement

✓

✓✓✓✓

✓✓

✓✓✓✓✓

Impact to Gaps

✓✓

✓✓✓✓

✓✓✓

✓✓✓✓✓

Fit for POP
ranking
Resource Costs

4

2

3

1

Addresses
Gaps

High (XXXXX) to Low (X)
Well (✓✓✓✓✓) to Poor (✓)

This solution would require the School of Business's advising function to be
amalgamated with my portfolio's existing advising function. A centralized advising model will be
the key to streamlining and standardizing processes and advising training. This move would
facilitate the identification of resource needs to match the workload, maximizing our capacity to
support students. Given a resource-constrained environment, consolidating resources is the
most effective way to optimize the function of academic advising. However, developing a
strategy for academic advising at Polytechnic A offers the most significant potential of
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sustaining the function long-term, especially when reinforced through clear reporting structures
and well-defined lines of accountability.
Further, a strategy would require validation of our framework for evidence-based
advising. This would ensure it is aligned with the organizational context and focused on advising
services that best support a diverse student body while optimizing resource utilization. Finally,
developing a strategy articulates our commitment to the institution and our students, and it
provides us with a tangible way to assess the advising function's effectiveness. In turn, we can
remain agile and adaptable as needs emerge and evolve.
Inquiry Cycle

A cycle of inquiry is an iterative process of collecting and interpreting information that
will enable one to decide what action to take next (Timperley et al., 2014). It is designed to have
a feedback cycle that enables data collection to inform decision-making about the following
actions (Dumont et al., 2010). The inquiry tool utilized in this OIP and discussed in more detail
in Chapter 3 is the Plan-Do-Study-Act (PDSA) Cycle. The PDSA cycle is an improvement tool
that encourages change leaders to approach inquiry as a scientist would (Priest et al., 2013). It is
used iteratively to test and refine a change idea through regular and frequent inquiry cycles
(Maaβ & Doorman, 2013). The preferred solution for this POP will require considerable
planning. The PDSA methodology will be valuable in planning the advising function's transition
from the School of Business to my portfolio and planning stakeholder engagement sessions. The
research collected will play an important role within this inquiry cycle. A thorough analysis of
the academic advising function in the School of Business will be required and a comprehensive
environmental scan of advising best practices. This information will inform the
recommendations and draft strategy. However, depending on the PDSA cycle's findings, initial
plans may be altered, abandoned, or expanded, and subsequent cycles may follow. The PDSA
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cycle will play a critical role in the monitoring and evaluating of this OIP and the ongoing
process improvement required to sustain the preferred solution.
Leadership Ethics and Organizational Change
To improve performance-driven accountability, as is expected of higher education
institutions (HEIs), demonstrating and modeling ethical leadership is imperative (Ehrich et al.,
2015). Ethical leadership, as defined by Brown et al. (2005), is “the demonstration of
normatively appropriate conduct through personal actions and interpersonal relationships and
the promotion of such conduct to followers through two-way communication, reinforcement,
and decision-making” (as cited in Jordan et al., 2013, p. 120). Ethics in leadership focuses on
what leaders do and who they are, their choices, and how they respond to different
circumstances. Personal ethics inform and guide leaders (Northouse, 2016). According to
Northouse, leaders with good moral judgment would be expected to make decisions that serve
others and not just their agenda. Additionally, ethical leaders are perceived by subordinates as
demonstrating critical traits and behaviours such as integrity, trustworthiness, honesty, concern
for others, openness, and personal morality (Treviño et al., 2000). Northouse (2016) suggests
five principles that leaders should uphold: “respect others, serve others, show justice, manifest
honesty, and build community” (p. 341). In addition to my chosen leadership approaches, these
principles will guide me to navigate the ethical considerations and possible challenges arising
from this OIP.
Ethical Considerations
Several ethical considerations are raised as a result of this OIP. The implications of
centralizing academic advising under one portfolio and developing a strategy for the function
are not insignificant. As a result of gains in efficiency due to consolidation, there may be
positions deemed redundant and no longer necessary. My counterpart and friend who oversees
the advising function in the School of Business could also be impacted. A centralized advising
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model demands the use of professional advisors. Consequently, faculty who were previously
allotted time towards advising activities, and compensated accordingly, will now be impacted.
This creates a divide between academic and non-academic staff, eroding trust and morale within
our area. Furthermore, in a unionized environment, those exempt from layoffs are not always
the best performers. This reality creates further anxiety and tension amongst the team.
The introduction of a formalized strategy could mean new roles are created to better
align the work with organizational priorities. Administrative resources will need to match
administrative work. Our priorities may shift, and the realigned work to the advisors may not be
the work they prefer. New processes, unfamiliar work, training requirements, and demands for
greater accountability will be challenging and stressful for staff. These effects in a changefatigued workforce cannot be overlooked or under-estimated. Increased staff turnover,
increased absences due to stress, or decreased performance by individuals and the team may
result. It should be expected that efficiency and effectiveness could initially be compromised. As
such, the expectations of my leaders and the students will have to be managed.
Furthermore, improving academic advising for all Polytechnic A students will impact the
experience of business students and faculty as the service level will change. While a gradual
transition is possible, the advisors impacted by this change could become resistant as the longer
people are in a change situation, the more likely they are to push back (Burnes, 2004). It is best
to mitigate resistance before it can form and maintain the momentum of the change initiative to
ensure successful implementation (Luecke, 2003). Under these circumstances, I question
whether staff and stakeholders will offer the discretionary effort and required time to develop
another new strategy actively? Therefore, I must consider the perspectives of those who may be
impacted the most while navigating these ethical considerations. I will also need to challenge
and validate my assumptions during this process.
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Stakeholder Perspectives
Stakeholder involvement plays a vital role in my leadership approaches and is also an
essential aspect of forming a powerful coalition, as highlighted in Kotter’s 8 Step Change Model
(2012). Additionally, the art of building and sustaining relationships with all relevant
stakeholders is what Maak & Pless (2006) refer to as responsible leadership. Moreover,
relational leaders can assess complex situations and problems from different stakeholders'
perspectives and acknowledge that they may have diverse and conflicting objectives (Howell &
Avolio, 1992). When applying the lens of responsible leadership to ethical dilemmas, leaders
balance the relationship dynamics to align the various parties' diverse values in a way that serves
the interest of all (Lawton & Gabriunas, 2014). At all times, I must consider the perspectives and
objectives of three primary stakeholder groups: those of the students, the staff (internal and
external), and the institution.
From students' perspective, academic advising services should be accessible and
convenient and contribute to a positive experience. Students want their advisors to be
welcoming, knowledgeable, and reliable. The future direction of academic advising must
consider student feedback, especially those marginalized populations. It will be important that
students understand the need for change and that there may be discrepancies between their
ideal state of advising and the institution's desired state. This is especially important regarding
the School of Business students whom the change in the service-delivery model will most
impact.
This change initiative will present an opportunity to incorporate the ethical principle of
respect, which is also fundamental to transformational and distributed leadership. Both
approaches rely on high levels of mutual trust to be effective (Bass, 1985; Harris, 2013).
Furthermore, respect is an expectation for Polytechnic A’s community members and is one of its
core values. What it means to respect others is a “complex ethic” with deep meaning
(Northouse, 2016, p. 342). According to Northouse, respect is listening closely to followers,
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being empathic, and being tolerant of different and opposing points of view. It involves “treating
followers in ways that confirm their beliefs, attitudes, and values and as worthy human beings”
(p. 342). Therefore, students and other stakeholders must be provided the space and
encouragement to think independently, act as individuals, and further their own goals and
agenda in the change process (Rost & Barker, 2000). Moreover, showing respect for others
requires leaders to treat people as ends in themselves and never as a means to an end.
(Beauchamp & Bowie, 1988).
In the current academic advising team's opinion, advising services should be highquality and high touch and be provided exclusively by human resources combined into one
portfolio. In their minds, no further staff reductions should be considered. The staff's
perspective in the advising function for the School of Business is that their students should have
dedicated, stand-alone services. They are skeptical of the effectiveness of one centralized
advising function in effectively supporting their students’ needs. The advisors on this team also
have seniority over most advisors in my team, making them complacent and overly assured of
their job security. On the other hand, they may also feel that my team has an unfair advantage as
they already know me and report to me. Therefore, this situation lends itself well to applying the
ethical principles of showing justice and building community. Justice, according to Northouse
(2016), “demands that leaders place issues of fairness at the center of their decision-making; no
one should receive special treatment or special consideration except when the situation
demands it” (p. 344).
Additionally, ethical leaders make equality a top priority and a significant factor in the
decision-making process (Beauchamp & Bowie, 1998). Furthermore, both the leader and
followers must agree on a common goal for blending the teams to determine the direction
forward (Northouse, 2016). Furthering a common goal means that no one can place their needs
ahead of the group’s goals, and an ethical leader cannot impose their will on others (Tushar,
2017). The team must also look outward to the Polytechnic A community to attend to their
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interests as well. A leader who works with various groups and individuals toward a common goal
exemplifies a leader-building community (Rost & Barker, 2000).
From an institutional perspective, academic advising needs to provide services to
students effectively, responsively, and efficiently, mindful of the current resource constraints
and the projections for increased demand in the future. Leadership expects current resources to
be leveraged as much as possible, and staff reductions will be considered where it makes sense.
However, any change initiative must be in harmony with Polytechnic A’s values, vision, and
organizational goals while balancing the competing interests of students, staff, the government,
and industry partners. Moreover, the ethical leadership virtue of authenticity is also applicable.
According to Starratt (2004), “the authentic leader always acts with the good of others in view”
(p. 71). Murphy and Enderle (1995) suggest that a characteristic of ethical leaders is a concern
for how their decisions impact others. Throughout the implementation of this OIP, decisionmaking must be in the collective's best interests and mitigate negative impacts on the student
experience. The executive leadership will not tolerate this. Once and for all, the resultant
changes to academic advising must demonstrate its value to the institution as only then will it
have a safe and sustainable future.
Chapter 2: Conclusion
Chapter 2 focuses on the planning and development component of this
organizational improvement plan. I referred to the leadership approaches introduced in Chapter
1, and I explored how those approaches will empower the change process. Transformational and
distributed leadership approaches will propel this OIPs change initiative forward in the way that
I envision. People's importance continues to be a strong theme emphasized by my selected
frameworks for change, Kotter’s 8 Step Model and Bridges Transition Model. It relies on a
guiding coalition to communicate the change, garner buy-in, and ultimately maintain
momentum throughout the process. Lewin’s Force Field Analysis and Galbraith’s STAR model
were utilized to determine what to change in this chapter's critical organizational analysis. That
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analysis identified five gaps that need to be resolved to address my POP. Four possible solutions
were explored, which highlighted the need for a fifth proposed solution. I will be moving
forward with the solution that combines implementing a centralized advising model with
developing a strategy for the academic advising function. Finally, this chapter concluded by
exploring ethical leadership, ethical considerations for the declared solution, and I described
how I would incorporate ethical principles to help me navigate those dilemmas ahead.
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Chapter 3: Implementation, Evaluation, and Communication
The focus of Chapter 3 is threefold. It first provides a detailed implementation plan that
addresses the POP and supports Polytechnic A to develop a sustainable and responsive
academic advising program. Secondly, a thorough monitoring and evaluation plan is articulated,
supporting the implementation plan over the next 12-18 months. Thirdly, a communication plan
is described, which conveys the reasons for the change and the change process. The chapter
concludes by discussing the next steps and future considerations beyond the implementation
period.
Change Implementation Plan
Hirsch (2017) defines organizational change as “helping the organization to become
different in some way” (p.1). This description characterizes the organizational improvement
plan in that the plan addresses how to develop a sustainable, agile, and adaptable academic
advising program in a Polytechnic environment. This function must support a diverse student
body while optimizing resource utilization. In Chapter 2, I explored four possible solutions to
address the problem of practice. As a result of the analysis, a combined solution was identified
as the best methodology. The declared approach for this OIP has resulted in two strategies that
need to be implemented: a centralized advising model and the development of an academic
advising strategy. In the context of this OIP, the reference to stakeholders means “any group or
individual who can affect or are affected by the achievement of the organization’s objectives”
(Freeman, 1984, p. 46).
Improved Situation
The student body at Polytechnic A is growing ever more diverse in terms of ethnicity,
cultural background, socio-economic status, and academic preparedness. Steingass and Sykes
(2008) also highlight the increasing number of students originating from traditionally
underrepresented and underserved groups in higher education. Those that do enter HEI
experience higher attrition rates as well. However, academic advising will assist all students in
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succeeding equitably (Zhang et al., 2017). Students utilizing advising services are more likely to
have higher grade point averages (GPAs) and be retained from the first to the second year than
those who did not (Kot, 2014). The optimization of advising services will deliver this effect
(Young-Jones et al., 2013).
Furthermore, a comprehensive and centralized advising function will better delineate
responsibilities, making advisors' roles clearer across the institution (Aiken-Wisniewski et al.,
2015). It will also foster students' academic and personal growth (Kot, 2014; Steingass & Sykes,
2008). A holistic advising model will incorporate student learning outcomes and goals, advising
philosophies, program assessments, consistent and standard practices synchronized with the
advisor’s professional experience and education (Campbell & Nutt 2008). The outcomes of
doing so will be standardized processes and service delivery, which will eliminate redundancy,
promote student retention, improve diversity and inclusion and lead to fiscal savings. In turn, an
academic advising strategy and a consolidated advising function will support the institution in
determining where its efforts and resources are best focused, enabling long-term institutional
sustainability while improving student and organizational outcomes (Ohrablo, 2018). These
changes are congruent with the provincial government’s intent to reduce public funding for
post-secondary institutions and eliminate future bailouts (Fitzsimmons et al., 2020). Thus, our
institutional credibility will be augmented.
Goal setting
When preparing for future changes, one tactic that an organization or change leader can
employ is goal setting (Fried & Slowik, 2004). Goal setting serves many functions: to provide
guidance and direction, to facilitate planning, and to help organizations evaluate and control
performance (Barney & Griffen, 1992). However, when goal-setting is used to motivate and
inspire employees, it is often under the construct of transformational leadership (Locke &
Latham, 2002). Transformational leaders inspire and empower their subordinates to reach
high-performance expectations through goal setting (Bass & Riggio, 2006). In addition,
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supportive goal setting can lead to a high level of a shared vision among employees and low
levels of dysfunctional opportunism (Locke & Latham, 2002). Therefore, goal setting is a
valuable tool to be used by transformational leaders (Bass, 1990).
MacLeod (2012) proposes that goal setting plays a critical role in implementing any
successful change initiative. Creating strategic objectives without further dividing them into
goals or targets lacks meaning (Locke & Latham., 2002). However, setting goals without
assigning measurable targets may result in goals never being accomplished (Latham, 2004).
Therefore, many organizations use the S.M.A.R.T. goal setting method to develop specific and
measurable waypoints on the journey to achieving their objectives. In turn, these goals are
broken down into specific and measurable tasks or activities. Without clear goals,
implementation is challenging and overwhelming (MacLeod, 2012).
George T. Doran (1981) developed the S.M.A.R.T. goal planning acronym to make goalsetting more practical to employ. S.M.A.R.T. goals are established using a specific set of criteria
that ensure the objectives are attainable within a specified time frame (Doran, 1981). These
criteria are specific, measurable, achievable, relevant, and time-bound (MacLeod, 2012).
Creating a S.M.A.R.T. goal requires working through each of the five components to build a
measurable goal that encompasses what needs to be accomplished and when (MacLeod, 2012).
They also indicate precisely how to gauge success (Ogbeiwi, 2017). This approach eliminates
generalities and guesswork, sets a clear timeline, and makes it much easier to track progress and
identify missed milestones (Terpstra & Rozell, 1994). As such, S.M.A.R.T. goal setting will be
applied to address the priorities identified in this OIP.
Strategy for Planned Change
Strategic change moves an organization away from its present state toward some desired
future state that increases its competitive advantage (Heifetz & Laurie, 2001). Transformational
leaders can successfully develop the system-wide alignment of their strategies to meet the
demands of their environment (Borkowski et al., 2011). A strategy for planned change outlines
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the necessary steps to implement the change for change leaders and other stakeholders
(National Research Council, 1997). Using the S.M.A.R.T. goal setting method to address the
goals and objectives of this OIP enables a clear direction for action planning and
implementation to be established. Many goals need to be accomplished to implement the two
strategies, implement a centralized academic advising model (strategy 1) and develop an
academic advising strategy (strategy 2), identified to address this OIP. The goals to be
accomplished are as follows:
1. Get approval and buy-in from the Academic Portfolio Leadership Committee
(APLC) for the change vision and proposed changes.
2. Establish stakeholder support committee and transition monitoring teams.
3. Analyze the advising business processes, functions, and resources within the
School of Business.
4. Plan and facilitate stakeholder feedback sessions.
5. Develop transition plan to centralize advising work and resources.
6. Conduct environmental scan of best practices in academic advising.
7. Facilitate validation and feedback sessions with draft findings.
8. Finalize strategy document.
9. Communicate academic advising strategy to academic advising team and broadly
across the institution.
The change implementation plan for strategy 1 utilizes steps one to six of Kotter’s (2012)
8 Step Model, illustrated in Appendix B on p. 125. These steps focus on creating a sense of
urgency, forming a powerful coalition, communicating the vision, removing obstacles, and
creating short-term wins. Relative to the project's duration, the goals identified to support the
implementation of strategy 1 are short-term wins accomplished over the first six months. The
eventual implementation of a centralized academic advising model will be a significant
milestone for this project, and its success will need to be celebrated. It is after this that the
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project moves into Kotter’s steps seven and eight. This victory alone is not enough to sustain the
long-term change this OIP intends to realize. However, it does provide the perfect opportunity
to build on the change (step seven) by analyzing successes and failures to date and recruiting
additional influential stakeholders or change agents to keep the momentum going (Kotter,
2012). The development of an academic advising strategy will be necessary to anchor the
changes (step eight) into our department, the institution's culture, and our future hiring
practices (Kotter & Rathgeber, 2016). Throughout the project, the Bridges Transition Model,
illustrated in Appendix B on p. 125, will serve as a tool and reference point to assess how staff
responds to the psychological aspects of the change so that personalized change management
strategies can be employed. The implementation plans, which span September 1, 2021, and
conclude no later than (NLT) March 31, 2023, are summarized in Appendix C and Appendix D.
Organizational Linkage
To guide the collaborative planning at Polytechnic A, executive leadership has recently
asked staff to adopt a dual focus on optimization (achieving strong outcomes with constrained
resources) and innovation (preparing for the future by introducing new methods or ideas)
(Fitzsimmons et al., 2020). This is intended to help staff navigate the road ahead and adapt
plans as needed (Fitzsimmons et al., 2020). Employees are expected to think critically about
achieving Polytechnic A’s expected outcomes. Decision-making regarding resource allocation
and sequencing of priorities must consider financial sustainability and the needs for future
growth. The organization must realign itself and its work to meet the new mandates bestowed
upon it. To do so, Polytechnic A must improve critical business processes, systems, and
approaches. Thoughtful consideration has been given to ensure the change plan fits within the
context of the over-arching organizational strategy. An illustration of the linkage between the
objective of this OIP to the organization’s vision, strategic plan, departmental mandate, and unit
mandate is in Appendix E on p. 129.
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Managing the Transition
William Bridges (2009) refers to transition as the period of individual adaptation that
must occur in response to change. Foss (2013) suggests that the chances for successful change
significantly reduce if change leaders do not understand how to manage the transition to make it
less distressing and disruptive for the people involved. According to Foss, “without transition,
change becomes a superficial effort without impacting the underlying beliefs and day-to-day
interactions across the organization” (p. 1). Therefore, it will be critical that stakeholder
reactions to this change initiative are understood, so the Bridges Transition Model was also
selected as a chosen framework for leading this change. It will be imperative that the
implementation plan is adjusted to reflect valid concerns from the stakeholders.
One effective way to gather stakeholder feedback and gauge reactions is to hold regular
meetings with individuals or groups who influence the change initiative's outcomes (Herriot,
1998). That said, it is impossible to foresee all potential effects of the change despite how
carefully the transition has been planned (Bridges & Bridges, 2016). After all, distributed
leadership relies on the guidance and direction of multiple human resources (Gronn, 2002).
Collectively, we can work in concert toward a common goal so that the outcome is greater than
the sum of individual actions (Elmore, 2002). Therefore, Bridges and Bridges recommend
establishing a Transition Monitoring Team (TMT) (p. 167). TMTs can be one or more teams
consisting of no more than 7-12 persons per team, with a broad representation of members.
Selected persons should be genuinely interested in the project, but a few recognized critics
should also be appointed.
Additionally, a stakeholder support committee will help gather general feedback from a
broad stakeholder group, especially since this is an extensive and complex initiative (Abudi,
2015). However, the primary purpose of the TMT is to expose the effects that the transition is
having on people rather than to provide general feedback about the change (Bridges & Bridges,
2016). Other modes will be used to solicit stakeholder input, such as regular town hall meetings

72
where participants are allowed to ask questions, raise concerns, and bring forward their ideas.
Bridges and Bridges (2016) note that meetings associated with a TMT should be facilitated every
few weeks by a third party to encourage participation and candid discussion. Some of the
questions to be explored through the TMT include: “Are any groups getting forgotten in a rush
toward the future? Is the communication getting through, and is it being believed? Are any
groups having trouble letting go of the old way of doing things? Are there any policies, practices,
or structures that are impeding transition? Furthermore, what information, skills, or assistance
do people need?” (Bridges & Bridges, 2016, pp. 167-168). The data collected from the TMT
sessions is an essential component to monitoring the implementation plan to ensure it is on
track.
Handling feedback and stakeholder reactions constructively require creating a
remediation plan to address the relevant input (Durbin et al., 2018). According to the Bridges
Transition Model, this plan should be summarized back to the groups and individuals who
initially brought them forward along with the plan's expected implications (Bridges & Bridges,
2016). The proposed change plan spreads across 18 months. This timeframe is intentional so
that milestones can be adjusted as needed, either due to delays or other needed changes
resulting from stakeholder input. Additionally, the current plan allows for frequent broader
stakeholder participation.
Building Momentum
Building momentum for change requires strong leadership and visible support from key
people in the organization (Kotter, 1995). Accordingly, the guiding coalition mentioned earlier
in this OIP will play a key role in creating momentum and building a sense of urgency relating to
the need for change. Another important group of change agents that should be recognized and
empowered are the early adopters. The concept of an early adopter stems from the diffusion of
innovation theory, which was popularized by sociologist and communications expert Everett
Rogers (2003). This premise describes how vital it is that innovations be adopted early by sub-
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groups of individuals. Early adopters are known to have the highest degree of opinion leadership
among the other adopter categories (Fenn & Raskino, 2008). They are also associated with high
enthusiasm and energy levels, which positively impact other stakeholders (Askarany, 2006).
Finally, momentum will be sustained by acknowledging milestones and small wins, such as
accomplishing short-term goals. Celebration is another way to gain momentum (Cawsey et al.,
2016) and one of Polytechnic A’s core values.
Supports and Resources
In Chapter 2, three essential resources were identified, which would enable the declared
solution required to address the POP. These are time, human resources, and information.
Although fiscal resources would be beneficial, they are not a dependency of this plan. There is
the possibility to repurpose portions of the existing budget within this fiscal year and address
required changes in future planning cycles. A training program has already been developed
internally for academic advisors that could be rapidly refreshed and expanded with a discrete
amount of time and effort. Optimizing human resources through standardized approaches and
motivation will be crucial to achieving this plan. This makes the support of Polytechnic A’s
Organizational Development Services (ODS) vital. This department will serve as a primary
resource in developing the change plan through facilitation support and assistance in organizing
and documenting stakeholder engagement sessions.
Implementation Issues and Limitations
When considering this OIP and the planned change it entails, one must reflect on the
assumptions that have been made, which can create potential challenges and limitations in
execution. The implementation plan assumes that the Dean, School of Business, will support the
recommendation to centralize their existing advising function under my portfolio. Applying
steps one to four of Kotter’s Change Model (2012) will be the key to gaining their buy-in and
support. Ensuring the change vision is clear, compelling, and understandable is paramount to
achieving the desired change (Kotter, 2012). A notable limitation is that the decision to
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centralize their function under my portfolio is ultimately not mine to make. Therefore, I will
proactively engage with the Strategic Leader, Associate Dean, and Dean in the School of
Business to ensure their needs are understood and reflected in the change proposal and vision
that we will develop collaboratively. We will present this recommendation collectively to the
Academic Portfolio Leadership Committee (APLC), who has final approval. However, if the
result is unsuccessful, the implementation plan's scope will need to be narrowed to focus solely
on developing a strategy for the advising function within my portfolio. This situation would
appreciably limit the strategy’s scope, and the intended scale of meaningful gains would be
constrained.
Other assumptions that need to be recognized involve stakeholder willingness and
interest in actively participating in the change process. Success relies upon their concurrence
and belief that this change initiative can effectively be addressed with the declared solution(s).
As a transformational leader, it will be important to bind the change vision to our collective
future. I must facilitate the acceptance of group goals to enhance cooperation within the
stakeholder groups (Podaskoff et al., 1990). Stakeholder engagement, involvement,
commitment, and acceptance of the entire change process will be essential to achieve successful
results from the change plan (Siegelaub, 2005). It will be important to apply distributed
leadership practices because they are more participative in nature, ensure individuals feel safe,
and affect change by fostering and nurturing collaborative relationships (Unterrainer, Jeppesen,
& Jønsson, 2017). After all, many change initiatives are not successfully implemented because
stakeholders are not adequately involved in the change process (Mosadeghrad & Ansarian,
2014). Consequently, research suggests that when change is implemented in a consultative and
open manner, it results in a smoother overall process and more effective outcomes (Fixsen et al.,
2005). Thus, engagement and empowerment will be critical enablers to mitigating
implementation hurdles during this change initiative (Kelloway & Barling, 2000).
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Change Process Monitoring and Evaluation
A crucial step in understanding the effectiveness of a change or project is establishing an
iterative monitoring and evaluation plan (Malone et al., 2014). “Monitoring refers to the
ongoing, systematic collection of data on pre-defined indicators, and enables the change leader
to check whether an initiative is on track in achieving set objectives, and allows them to identify
and assess potential problems and successes” (Morand et al., 2014, p. 10). “Evaluation enables
an understanding of the effectiveness of measures taken over time, as well as the strengths and
weaknesses of project or program design” (Morand et al., 2014, p. 11). Furthermore, evaluation
is often strategic and periodic in design (Markiewicz & Patrick, 2019). It can also highlight what
is and what is not working, provide the necessary evidence to determine effectiveness, and
provide lessons that can help improve existing projects and the design of new ones (Lamhauge
et al., 2012). Evaluation can be formative or summative (Shute, 2008). Formative assessments
occur during the project for ongoing improvement and adjustments, whereas summative
assessment is conducted when the project is completed (Shute, 2008). To summarize, both
monitoring and evaluation emphasize learning from what is being done and how it is being done
by focusing on efficiency, effectiveness, and impact (Shapiro, n.d.). Higgins and Bourne (2018)
argue that “both play crucial roles in implementing change” (p. 16).
Tools and Strategies for Monitoring and Evaluating Change
While the specifics of a monitoring and evaluation (M&E) plan will vary between projects
or change initiatives, they will adhere to the same basic structure and include the same key
elements (Davidson, 2005). To start, the M&E plan should articulate the overall impact or what
the project intends to achieve (Scriven, 1991). For this OIP, the intended impact is to develop
efficient and effective advising programming aligned with strategic direction and demonstrably
impact student success.
The plan then outlines the outcomes that demonstrate that the changes have realized the
desired impact (Malone et al., 2014.). Outcomes refer to the observable and measurable changes
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and the tangible products or services to be delivered by the intervention to achieve its purpose
(Markiewicz, 2014). This plan's key outcomes will be to increase stakeholder awareness and
involvement throughout the change process while improving student and staff satisfaction,
elevating productivity, and gaining efficiencies in the academic advising function. In more
granularity, this plan's outputs include developing a stakeholder participation list and an
engagement plan, staging stakeholder engagement sessions, and developing a co-created vision
statement for institutional academic advising.
Next, the plan will outline supporting tactics that represent the main tasks that need to
be completed to achieve the expected outputs (Markiewicz, 2014). Many tactics need to be
completed and monitored, with several of them being tracked in a checklist as simple binary
responses (yes or no). The monitoring of these activities requires checking at regular intervals as
to whether or not and to what degree they have been implemented. This will enable predefined
milestones to be reached or adjusted (Markiewicz, 2014). In addition to the checklist, valid
surveys will need to be created and disseminated regularly to gather stakeholders' feedback. This
input will be used to alter the plan in addition to the results of feedback gathered from regular
review meetings with the transition monitoring team and stakeholder support committee.
Furthermore, providing continuous feedback during the initiative will enable change leaders to
adapt and quickly respond to issues that arise and emerging trends. They will also need to
consider different ways of thinking and alter course and experiment as conditions require
(Cullen et al., 2014). A sample of the monitoring questions will include: “Did the engagement
sessions or meetings increase stakeholder knowledge of the change initiative? and, “Are the
activities increasing stakeholder buy-in?” If the response is no for either of these questions, we
will need to change the scheduled activities' format or identify new activities to incorporate into
the plan.
Finally, the plan identifies indicators and means of verification (Markiewicz, 2014).
These metrics will indicate how progress towards achieving the outcomes and outputs is
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measured and how the information for the indicators will be collected (Markiewicz, 2014). Some
of the indicators to be used in this plan include the number of townhalls delivered, the number
of participants and profile of participants (e.g., role, department, union, program, and year of
study for students), advisor and student satisfaction, and the number of advising appointments.
Some of the means of verification are attendance records, outlook calendar schedules, field
notes, surveys, and focus groups. A summary of the M&E plan is in Appendix F and Appendix G
on pp. 130-137.
Continuous Improvement
Continuous improvement refers to the ongoing effort to improve products, processes, or
services by reducing waste or increasing quality (Smylie, 2010). The continuous improvement
process “can support educational stakeholders in implementing and studying small changes
with the goal of creating lasting improvement” (Shakman et al., 2017, p.1). Additionally,
Shakman et al. argue that continuous improvement helps educators address a specific problem
using iterative cycles to test potential solutions to the identified problem. Continuous
improvement uses a systematic approach, such as the Plan-Do-Study-Act (PDSA) cycle, that
requires practitioners to be intentional in testing and evaluating changes (Shakman et al., 2017).
Plan-Do-Study-Act (PDSA) Cycle
In 1950, W. Edwards Deming first developed the Deming cycle/Deming wheel. He
evolved it over a thirty year-period into what is now referred to as the plan-do-study-act (PDSA)
cycle or the Shewhart cycle for learning and improvement (Moen & Norman, 2010). Moen and
Norman note that several significant refinements have since been introduced to the Deming
cycle, including a model of improvement that guides all four steps of the cycle. In 1994, Gerald
Langley, Kevin Nolan, and Thomas Nolan added three basic questions to supplement the PDSA
cycle (Langley et al., 2009, p. 89-97):
1. What are we trying to accomplish?
2. How will we know that a change is an improvement?
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3. What changes can we make that will result in improvement?
The detailed cycle and the Model for Improvement is shown below in Figure 1. This new
approach “provides a basic framework for developing, testing, and implementing changes to the
way things are done that will lead to improvement, from the very informal to the most complex
improvement efforts” (Moen & Norman, 2010, p.28). As part of the M&E plan, the PDSA cycle
will be an important tool to evaluate the desired change. Moreover, testing small changes as part
of the monitoring process allows the plan's details to be adjusted to ensure the project is on
track for successful implementation (Taylor et al., 2014).
Figure 1
Model for Improvement

Note: Adapted from The Improvement Guide: A Practical Approach to Enhancing
Organizational Performance, by Langley et al., 1996, xxi. In the public domain.
As a change agent who will use transformational and distributed leadership approaches
throughout this change, the monitoring and evaluation plan must also align accordingly. It is
important to encourage input from all stakeholders, build commitment, and remain open to
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course corrections and responsive to change needs (Heifetz & Laurie, 2001). Additionally,
responsibilities will be shared and distributed amongst the stakeholders. For example,
stakeholders may facilitate engagement sessions, lead the Transition Monitoring Teams, collect
feedback from staff and students, or be accountable to oversee the application of the PDSA
cycles. It will be a collaborative effort! The PDSA model will be an essential component of the
monitoring plan. It will enable stakeholders to adapt the plan based on the data collected to
reflect their needs as students and staff. This may include adjusting timelines for activities in the
implementation plan or adjusting indicators or means of verification. Information collected
from the PDSA testing cycle can drive performance improvement in this fashion.
Step 1: Plan
During this step, the goal is to identify what to change in a way that is hypothesized to
lead to an improvement. A plan to test the change must then be developed. It is important to
establish the scope of the introduced change and identify how the information will be collected
about the differences that occur due to the change. This makes it possible to determine if the
introduced change did or did not work (Langley et al., 1996).
To demonstrate how the PDSA is used in monitoring, an example from the current
implementation plan will be used. The cycle begins with a plan to test the use of focus groups to
gather student feedback, informing the implementation of a centralized academic advising
model. As a change leader, I will ask the nine programs in the School of Business to select four
students from each program to represent their functional area in the focus groups. These
representatives will receive information on the focus groups’ purpose and a registration link to
attend one of three focus groups. If all students respond, a fourth focus group will be offered.
The sessions would be co-facilitated by two academic advisors over two weeks via Microsoft
Teams. The predicted outcome is that the participants are highly engaged in the conversations
and provide meaningful data to inform implementation. Some examples of data that would be
collected include their understanding of academic advising, their experience with academic
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advising at Polytechnic A, gaps in service delivery, ideas for improving academic advising, their
opinions about centralizing academic advising into one location, and their preferred modality
for providing ongoing data for monitoring implementation. The actual plan will be co-created
with appropriate stakeholders, so some details described above may change. This step lends
itself to reinforcing the first three steps of Kotter’s (2012) change model: establishing a sense of
urgency, creating a guiding coalition, and developing a vision and strategy.
Step 2: Do
The second step involves conducting the process and collecting the data. The do stage
must be kept to small-scale testing to initially test the hypothesis without using too much time
and resources. Testing changes on a small scale, quickly, and with minimal resources can
provide valued insight while highlighting potential problems (Langley et al., 1996). However,
some changes can only be measured over extended periods, so one must be reasonably sure this
path is viable before beginning (Taylor et al., 2014). Positive results on smaller trials clear the
way for larger-scale PDSA cycles that require more time, resources, and energy. All the while,
this process improves stakeholder buy-in and minimizes resistance (Greenfield et al., 2006).
This phase of the PDSA cycle can reinforce steps four and five of Kotter’s (2012) change model:
communicating the change vision and empowering employees to undertake aspects of the
project while removing barriers. Finally, unexpected events, problems, and other observations
should be documented well, and that data can begin to be analyzed (Taylor et al., 2014). For the
example provided above, this would require the academic advisors facilitating the focus groups
to document what happened/what they observed when they carried out the test while using the
standardized questions identified in step one to collect the predetermined data. These findings
would then be brought forward to inform a broader stakeholder discussion and analysis.
Step 3: Study
The third is step is for reviewing, reflecting on, and completing the analysis of the data.
Was the predicted outcome achieved? What were any lessons learned? What might have been
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done differently? These are some examples of questions to explore during this phase (Greenfield
et al., 2006). Continuing the example provided, the academic advisors, change leader, advising
leadership from the School of Business, and other appropriate stakeholders will come together
to analyze and study the data and observations collected. Common themes will be noted. It may
be observed that students did not feel comfortable or struggled to respond to the structured
questions. Perhaps a key takeaway from the data was that the standardized, structured approach
to the focus group did not work well. Students were more likely to engage in the discussion when
an advisor from the School of Business was one of the facilitators. Alternatively, maybe the
students felt uncomfortable sharing negative experiences in a public forum? These are just a few
examples of what may arise from the study phase of the PDSA model. Consequently, this step
also reinforces step five, empowering employees, Kotter’s (2012) model, and step six, generating
short-term wins. The actively participating staff should be starting to trust the process (Kotter &
Rathgeber, 2016).
Step 4: Act
Changes or amendments should be made during the fourth step after determining what
did and did not work. According to Cawsey et al. (2016), this stage provides the opportunity to
develop and deploy new processes, if indicated. Data is collected again, and the amended
version is developed based on identified deficiencies observed during the do stage (Taylor et al.,
2014). To be considered a PDSA cycle, these four aspects of the activity should be easily
identifiable (Langley et al., 2009). The stakeholder groups decide to abandon the current
approach for collecting student feedback and alter the approach. The analysis conducted during
the study phase identifies a different process is required to solicit student feedback, which
concludes the first cycle of the PDSA.
Consequently, the second PDSA cycle begins with a plan to test the utilization of a
carousel activity to gather student feedback. A carousel activity is a “communicative and
interactive opportunity for participants/students to get up and move around a room in a circular
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fashion, stopping intermittingly to comment, discuss, or respond to probing questions posted by
a facilitator that is related to a given topic/theme” (Graffam, n.d., p. 1). The stakeholder group
runs the second cycle of the PDSA based on the above changes. Furthermore, the act stage
contributes to Kotter’s (2012) steps seven and eight: consolidating gains and producing more
change while also anchoring new approaches in the culture. In so doing, this process contributes
to a culture that embraces continuous performance improvement while maintaining the
momentum of change (Kotter & Rathgeber, 2016). The example used to demonstrate two cycles
of the PDSA for this plan is in Appendix H and Appendix I on pp. 138-139.
The previous iterations of academic advising at Polytechnic A have been implemented
without a monitoring and evaluation plan. This OIP aims to develop a sustainable, agile, and
adaptable academic advising program nested in a Polytechnic environment that supports a
diverse student body. However, doing so will demand an optimized utilization of resources and
time made for iterative development. Monitoring and evaluation tools have an important role in
supporting decision-making processes by providing stakeholders with the information needed to
assess performance and enact change(s), if necessary (Bergeron, 2018). The M&E plan will
provide the necessary information to prove that the implementation strategy and plan are on
track to deliver the required outcomes and impact (Davidson, 2005). Furthermore, systematic
monitoring and evaluation results will provide empirical evidence to support future planning as
the external environment shifts (Lamhauge et al., 2012).
That said, the M&E plan has limitations that are worth noting. For example, the data
collected will be primarily qualitative. Although the research methodology is appropriate to the
problem of practice, qualitative data collection has its challenges. Unlike quantitative data,
which produces hard data conducive to analysis, qualitative data is descriptive, open to
interpretation, and less objective (Davidson, 2005). The research methodology of each differs.
There is a lack of consensus among researchers in determining the ideal sample size in
qualitative research to yield adequate results. In contrast, quantitative research lends itself more
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readily to collecting large data sets, making sample size a non-issue (Davidson, 2005). This
challenge requires us to monitor the data being collected and be prepared to add additional
sessions with new participants to ensure the data demonstrates a true reflection of the current
views. Another challenge with qualitative research is determining what to collect.
The right questions must be asked if we hope to draw the correct conclusions from the data. In
qualitative approaches, asking “how” and “why” questions can be hugely informative, so these
must be included in the sampling strategy (Malone et al., 2014). Finally, the effects of power
dynamics must be acknowledged in qualitative research. Unintentionally, the person conducting
the research holds power over their research group which can impact the collected data
(McCracken, 1988). Consequently, we need to be aware of how our thought processes and biases
may influence the observations we make in response to the questions (McCracken, 1998).
Plan to Communicate the Need for Change and Change Process
Communication is considered the most vital part of great leadership (Towler. 2003, as
cited in Luthra & Dahiya, 2015). Creating a communication plan for the change process helps to
guide responses to the varying situations that may arise (Armenakis & Harris, 2002). A
communication plan can also help prepare stakeholders for change by generating awareness,
which is a necessary step in the process (Cawsey et al., 2016). A critical precursor when
developing a communication strategy for change is first to understand what is meant by
strategic communication. There are two definitions that I have come across in my research that
I think are worth highlighting here. Hallahan et al. (2007) define strategic communication as
“the purposeful use of communication by an organization to fulfill its mission” (p.3). Paul (2011,
p.5) elaborates that “creating goals and understanding how a certain set of audience attitudes,
behaviors, or perceptions will support those objectives” is what makes communication strategic.
It will be prudent first to consider the plan to build awareness within the organization.
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Building Awareness of the Need for Change
Regardless of the type of change management process being employed, building
awareness is arguably the most important stage and a key goal/outcome for this plan (Stouten et
al., 2018). Research suggests that the primary cause of resistance to organizational change is a
lack of awareness of the change and why it is needed (Found, 2015). Awareness does not mean
that employees agree with the change or know how to change (Barnosky et al., 2016). It means
that awareness has been achieved when the employee can explain in their own words the nature
of the change, why it is required, and the risks of not changing (Found, 2015).
Communication must be aligned to create awareness. Often, sponsors (such as a guiding
coalition) are leveraged to communicate the business aspects, and managers/supervisors are
engaged to communicate the departmental and personal aspects of the change (Klein, 1996).
Building awareness also requires communicating early and often throughout the change process
to avoid surprises and to minimize the spread of rumors and misinformation (Chong &
Druckman, 2007). Wherever possible, communication should occur verbally first to actively
engage the audience and provide the opportunity for feedback (Klein, 1996). Communication
requires knowing your audience and establishing common ground, which is especially
challenging when working with diverse groups (Barnosky et al., 2016).
One strategy to accomplish this is by framing messages for specific target audiences,
which anticipates both positive and negative messages. According to Entman (1993), “framing
essentially involves selection and salience. To frame is to select some aspects of a perceived
reality and make them more salient in a communicating text, in such a way as to promote a
particular problem definition, casual interpretation, moral evaluation, and/or treatment
recommendation for the item described” (p. 52). In so doing, people’s perceptions, attitudes,
opinions, and actions toward certain situations are influenced (Barnosky et al., 2016). As part of
the efforts to build awareness for the proposed changes outlined in this OIP, two primary tactics
will be used to frame communications and will be discussed below in more detail.
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Storytelling
People often think in narratives, so framing through storytelling is a compelling tactic to
connect with the audience (Boris, 2017). Telling stories is one of the most powerful means for
leaders to influence, teach, and inspire (Denning, 2011). Doing so forges connections among
people and between people and ideas (Boris, 2017). Furthermore, when the speaker
communicates, they become relatable and humanized, which helps develop trust, and the story
becomes more meaningful (Denning, 2011). At Polytechnic A, our executive leadership has
adopted a storytelling approach to framing changes that resulted from our recent restructure.
The story starts with Imagine (Fitzsimmons et al., 2020). In our Imagine stories, we tell a story
of the past, a story of the present using data to paint a picture, some possibilities and proposals,
and ideas for how we might make it happen. This approach appeals to our executive leaders as it
fosters innovation and creativity. It is expected that leaders use this format when
communicating proposed changes. This approach has been introduced in our processes and is
gaining more acceptance from the team as we demonstrate its effectiveness. It is for these
reasons that I will seek opportunities to frame my communications through storytelling.
What’s in it for me?
People want to know how the change being communicated will impact them. Therefore,
when communicating to stakeholder groups, such as students, academic advisors, and program
staff, we will reflect this in our prepared comments and will ensure the appropriate leaders are
equipped to explain the expected benefits of change to their respective areas (Adu-Oppong,
2014). For example, academic advisors in the School of Business may want to know if their work
location will alter, whom they will report to in a new structure, and how their work will be
different. Academic advisors will want to understand how this change will impact their
workloads. Students in the School of Business may want to understand how they will now access
advisors, if they will have to transition to a new advisor, or why their advising supports are
changing. Finally, program staff may want to know how a centralized advising function will
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support the entire institution or how this model will provide them the assistance they require to
support students. Communications must address what the stakeholders care about and value to
maximize effectiveness (Adu-Oppong, 2014). Furthermore, the case for how they will be better
off or what they gain from engaging in the change must be compelling (French-Bravo & Crow,
2015). As such, preparations to answer what’s in it for me (WIIFM) early and often will be
another important tactic to be employed (Barnosky et al., 2016).
Communication Strategy
A communication strategy is different from a plan. It explains how objectives are to be
met through communication activity, but it does not detail what will be done and when
(Pilkington, 2013). Additionally, Klein (1996) proposes several empirically founded principles
that, when used collectively, can create the basis for a communications strategy. These key
principles will be threaded throughout the communications strategy for this planned change.
“As Klein (1996, p. 34) offers in the following:”
•

Message redundancy is related to message retention.

•

The use of several media is more effective than the use of just one.

•

Face-to-Face communication is a preferred medium.

•

The line hierarchy is the most effective organizationally sanctioned communication
channel.

•

Direct supervision is the expected and most effective source of organizationally
sanctioned information.

•

Opinion leaders are effective changers of attitudes and opinions. For example, early
adopters to the change process.

•

Personally relevant information is better retained than abstract, unfamiliar, or
general information.

A communication strategy includes several important components such as the goals (s)
of the projects, business objectives, target audiences, key messages, communication tactics, and

87
success measures (Hovland, 2005). In addition to the goal of building awareness discussed
earlier in this section, there are four other goals that strong communication will enable:
•

Ensure stakeholders are engaged throughout the change process.

•

Ensure staff remain motivated throughout the change process.

•

Ensure stakeholders buy-in and support the change initiative.

•

Ensure stakeholders are informed of important milestones, accomplishments, and
changes to the plan.

Five business objectives will be accomplished through communications compared to
baseline: increasing stakeholder awareness, increasing staff and student engagement, increasing
stakeholder buy-in and support for the project, and improving stakeholder attitudes toward the
change.
The communications strategy should also identify target audiences. The target audience
refers to individuals and groups that have influence and decision-making power over the
proposed change. These people need to be influenced and sold on the change (Pilkington, 2016).
This plan will need to address several different audiences' communication needs, including
executive leadership, academic advisors, staff and students, student association, and staff
unions.
Another important element of the communications strategy is the preparation of
messages that are likely to help the audience understand the “what” and “why” of the issue
(Pilkington, 2016). In this communications strategy, there are ten general key messages:
•

In Province B, reductions to funding for PSIs have catalyzed our ongoing
transformation efforts. We can expect further reductions, so operating within
resource constraints is simply part of our new reality.

•

We are not expected to do more with less.

•

We must plan with the best information we have, and we must remain agile in the
face of changing conditions.
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•

We must continue to demonstrate that we are a forward-thinking community
committed to continuous improvement based on evidence and best practices.

•

A centralized academic advising model is an essential step in ensuring the advising
resources at Polytechnic A are sustainable.

•

Centralizing academic advising resources allows us to provide the maximum support
possible for students.

•

An academic advising strategy ensures that we are intentional with the limited
resources we have and that our services effectively contribute to the organization’s
goals.

•

Meeting the needs of our ever-growing and diverse student body is central to the
decisions we will make.

•

All input is valuable. Stakeholder feedback is a critical enabler for shaping our future
state.

•

We are committed to transparency through ongoing, timely, and relevant
communication.

In a communications strategy, tactics are the tools and creative mechanisms used to
deliver messages (Wilson & Ogden, 2014). Wilson and Ogden suggest that many tactics are
required to support a strategy. Furthermore, leveraging different tactics supports the notion of
redundant communication (Klein, 1996). However, redundant communication does not mean
the information is repeated unnecessarily. It means switching from asynchronous
communication, such as writing a message, to using synchronous modalities, such as an inperson meeting or Zoom call, to reinforce the message (Goodman & Truss, 2004). By creating
redundancy when we communicate, Klein (1996) suggests that we decrease the probability of
misunderstanding the message. Additionally, people’s understanding of the message is
enhanced by using more than one modality.
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Several other communication tactics could also be used. Some additional examples are
email, social media, newsletters, blogs, news releases, websites, posters, storytelling, video and
audio recordings, and face-to-face communication (Miller, 2019). However, the research
suggests that face-to-face communication is the most effective way to convey information and
most employees' preferred communication method (Paul, 2011). Therefore, face-to-face
communication tactics will be a primary communication technique utilized in this strategy. For
example, updates such as the change path, milestones, and wins will be communicated first
through town halls. The AVP, PESS, and Associate Dean, who are currently at the highest
leadership levels overseeing advising at Polytechnic A, will be enlisted to lead these updates.
Klein (1996) reminds us of the importance of involving those in authority in our
communications. The credibility of a message is linked to the source of truth and status of that
person. Klein also suggests that including those holding positions of authority can assist with the
downward distribution of the message. As such, the change leaders identified for this initiative
are more likely to perpetuate the dialogue in discussions with their supervisors during team
leadership meetings and one-on-one interviews.
Consequently, direct supervisors will be assisted in delivering their messages with
communication toolkits that include key messages and details relevant to their area. This will
facilitate their clear communication of key town hall messages and the related impacts to their
teams during their meetings with subordinates. Additionally, stakeholders will be encouraged to
celebrate milestones and accomplishments during their team meetings as this provides an
opportunity to recognize individual or team contributions to the project. It is always the
immediate supervisor whom people want to have as the source of important information, so we
must keep them informed with timely and accurate information (Klein, 1996).
While face-to-face communications will be the primary method leveraged in this
strategy, it will not be the only one utilized. To reinforce the messages shared during town halls
and to reach any employees that are unable to attend, a bi-weekly project newsletter will be
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emailed by the change agent to all stakeholders. The newsletter will include the vision, updates
since the last town hall or newsletter, upcoming activities, FAQs, milestones, accomplishments,
an update on the status and timeline of the project, and an email contact to answer any general
questions or to provide comments about the project. The questions and comments collected will
help inform future messaging and will be shared with the appropriate stakeholder group if
required. Although students will have the opportunity to attend town halls, the student
association executive representatives will be a key conduit for communicating with students.
They will also be provided with a communication toolkit that provides the content to draw on as
part of their communication plan.
Another important tactic for this communication strategy will be the use of blogs. The
executive leadership frequently uses blogs at Polytechnic A as a means of communicating.
Members of the OIP’s guiding coalition can be leveraged to post blogs that expand on the key
messages identified in the strategy and expand on themes that emerge from the various planned
activities. Finally, it will be expected by the change champions of this project (AVP and Associate
Dean) that monthly project status reports are made available to them via a Microsoft Teams Site
for the project. They will use these reports to communicate relevant project updates during their
monthly executive leadership meetings, including representatives from across the institution.
The last component of a communications strategy is to articulate the measures of
success. These metrics indicate if the communication strategy tactics are helping the change
initiative meet its overall goals (Picincu, 2021). However, measuring impact is a complex and
complicated task (Edmiston-Strasser, 2009). It has been identified that building stakeholder
awareness is an important goal that this communications strategy aims to support. The objective
is to increase stakeholder awareness. This metric can be assessed by measuring the
communication tactics' reach and measuring stakeholders’ level of interest (Mazour, 2015). For
example, how many stakeholders did the tactics reach? How many employees subscribed to the
project blogs? If the intranet was utilized, what analytics are available? Once this information
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has been collected and analyzed, the tactics can be reviewed and revised so that the target can be
achieved with time. To understand if stakeholders are interested in the communications, metrics
such as percentage of emails opened, click-through rates, attendance at face-to-face sessions, or
the number of blog visits can be used (Mazour, 2015). Engagement can be measured using social
media key performance indicators (KPIs) such as likes, shares, comments to the messages/blog
posts, and subscriptions to the project newsletter (Edmiston-Strasser, 2009). Additionally,
surveys will be a supplemental tool for measuring awareness, interest, and engagement, which
will result in quantitative and qualitative data. Evaluating changes in behaviour may prove to be
the most challenging. However, the intent is that effective communications will positively
influence stakeholder buy-in and support and improve attitudes toward the change initiative,
while both student and staff engagement will increase. This requires attaining data before and
after the change and gathering responses to any calls to action embedded in the digital
communications (Mazour, 2015). The importance of effective communication should not be
underestimated as it is a critical enabler to ensure stakeholders are engaged in the change
process and motivated to reach the desired state (Hasanaj & Manxhari, 2017).
Next Steps and Future Considerations
After the implementation of this OIP, two additional steps are recommended. First, it
will be important to devote human and financial resources to developing an advisor handbook.
According to Ford (2012), “using a comprehensive academic advising handbook that is
attractive, useful, versatile, and inexpensive is the cornerstone of a well-developed and
implemented academic advising program.” The handbook could be online or a hard copy. It
should include essential decision-support tools that allow the advisor to problem-solve advising
situations and provide the ongoing practical application of risk-management strategies
reinforced during advisor training (Ford, 2007). However, the development of an academic
advising handbook will require continual review and revision to remain current with evidence
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and best-practices (Ford, 2012). As such, the lead for this initiative must be provided time to
maintain this resource, or it will be at risk of becoming quickly outdated.
The second recommended step is to re-establish the advising community of practice
(CoP). A CoP is a group of people who share common interests, knowledge, and experiences in a
specific field of study (Buckley et al., 2019). The previous version of the CoP only included
academic advisors. Buckley et al. stress the importance of diversity in the skills and knowledge
of the members of such communities. As such, the CoP should expand to include other roles that
support student success at Polytechnic A. This includes representatives from student awards
and financial aid, student counselling, student resolution office, learning services, student
association, and program staff from all schools. Not only can the CoP work together on
initiatives that support student success, but it can also serve as a mechanism for mentorship and
innovation. Bringing together the various service areas that support students can also keep
everyone apprised of emerging or persistent student issues. In turn, our strategies for
supporting student success can be adjusted accordingly to ensure our services are targeting the
issues at hand. While these steps are more realistic post-implementation, other solutions exist
for future consideration. For this OIP, two are discussed below.
Human and financial resources will continue to be limited at Polytechnic A in the
foreseeable future. Additionally, the institution expects to increase student enrolments
significantly. Consequently, managing student demand will be an ongoing challenge that cannot
be under-estimated. Technology was previously identified as a possible solution to this OIP, but
it was not feasible within a 12-18-month implementation period. In the absence of a compelling
strategy, it would also prove challenging to argue for the resources required to implement this
solution. That said, it will be imperative to our long-term success that we find ways to utilize
technology to increase our capacity for student-generated volume while also continuing to
improve upon academic advising practices (Underwood & Anderson, 2018). Moreover, many
PSIs are already using advising technologies to assist with their broader advising and support
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services strategies (Kalamkarian et al., 2018). However, Kalamkarian et al. note that the
deployment of technology alone has not significantly improved student success. Therefore,
further investigation and research on the advances in technology will be required. Institutions
should continue to determine ways to best structure and deliver advising in a way that leverages
the capacity of technology to support their students in the future (Kalamkarian et al., 2018).
Furthermore, we cannot ignore the shift to mass remote learning and service delivery brought
on by the current COVID-19 pandemic (Fried & McDaniel, 2020). This requires us to invest in
the technological infrastructure required to enhance our student support activities by distance
while remaining efficient and accessible.
Another consideration worth exploring is incorporating peer advising in the advising
model. The development and implementation of a peer advising program has been shown to
create additional effective resources for students while also assisting staff in meeting advising
needs more efficiently (Koring & Campbell, 2005). Research conducted by Habley (2004) has
found that 42% of PSIs utilize peer advising services. Moreover, Koring (2005) argues that peer
advising is compatible with all advising delivery models. Peer advising programs can also extend
the scope and accessibility of advising services, such as providing evening and weekend coverage
when professional staff is unavailable (Koring, 2005). The student peer advisors who participate
in the program also benefit. They are provided opportunities to develop skills that benefit them
throughout their studies and post-graduation (Habley, 2004). According to Koring (2005),
“everybody wins when peer advising is added to an institution’s academic advising program.”
These recommendations have the potential to transform the future of academic advising
at Polytechnic A. It is vital first to take the foundational steps necessary to pave the way forward
for such initiatives by implementing a centralized advising model and developing an advising
strategy. In so doing, we equip ourselves with the knowledge, expertise, and capacity to make
meaningful contributions to the greater organization. Our success will be well-communicated
with the use of sound data collection, analysis, and reporting. In aligning our direction with
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institutional strategy and operating within our means, we can provide a compelling narrative
about how we impact student success in concert with Polytechnic A's aspirations.
Chapter 3: Conclusion
Chapter 3 discusses and outlines the change implementation plan, goals, objectives,
timelines, and priorities. The chapter then describes how the change process will be monitored
and evaluated, including the tools and strategies to do so. Consequently, this will ensure
accountability, enable informed decision-making, and serve as an overarching guide for the
change process. The PDSA model is highlighted as a tool to support monitoring and evaluation
and ongoing continuous improvement. Examples of the PDSA cycle are provided to illustrate
how the cycles will proceed and learnings incorporated into subsequent cycles. Chapter 3 next
focuses on the communication plan and discusses the communication strategy to support the
project's goals. This chapter concludes with identifying recommended next steps and exploring
future considerations that will continue to enhance and transform academic advising at
Polytechnic A.
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OIP Conclusion
The purpose of this OIP was to explore how to develop an academic advising program
that is sustainable, agile, adaptable, and supportive of a diverse student body while optimizing
resource utilization. Before solutions could be explored, it was necessary to consider several
underlying influences: the organizational context of Polytechnic A, the broader situational
factors that frame the POP, and whether the organization is ready for more change. A persistent
theme throughout the OIP, due to external pressures, is that change is necessary if our
institution is to secure its role as a thriving PSI in Province B. Operating within an environment
of financial constraint is the new normal. Fortunately, a collaborative and innovative culture has
been cultivated by executive leadership, and this will facilitate the “call to action” of all
employees. The current milieu offers an ideal opportunity to review and transform institutional
academic advising. However, to succeed in this change initiative, I must leverage my leadership
strengths and those of other change agents while remaining consistent with our organizational
culture.
I began this journey with ambitious ideas and potential solutions in mind. However, this
organizational improvement plan highlighted the importance of following a systematic and
rigorous process that culminates in matching proposed solutions aligned with the organization's
fiscal realities and existing gaps. The thorough, evidence-based analyses were critically
important to provide a strong foundation for the future academic advising function. To do so, we
must address the current dysfunctional advising structure and correct the historical absence of a
strategy to guide the function. Our future direction must be linked closely with the
organizational guiding direction. In the process, we will establish ourselves as a strategic enabler
for the institution that improves student success and increases student retention.
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Appendix A: The organizational structure of advising at Polytechnic A
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Appendix B: Kotter’s 8 Step Model and Bridges’ Transition Model

Note: Adapted from Leading Change, by Kotter, 2012 and Managing Transitions, by Bridges & Bridges, 2016. In the
public domain.
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Appendix C: Implementation Plan - Centralized Advising Model (Strategy 1)
OIP Goal: Develop a sustainable, agile, and adaptable academic advising program within a Polytechnic environment that supports a diverse student body
while optimizing resource utilization.
SMART Goals/Objectives

Lead

Stakeholders

Completed by

Approval
required

Present proposal and vision for strategy #1 to
Academic Portfolio Leadership Committee (APLC)

Change
leader
(myself)

AVP, dean (School of Business), associate
dean (School of Business), director, manager
(School of Business advising)

September 30,
2021

APLC to approve
recommendation

Establish stakeholder support committee and two
transition monitoring teams (TMT)

Change
leader

Student Services, student association, staff
unions, instructors, program chairs, associate
deans, HR, ODS, guiding coalition

October 31, 2021

Conduct an analysis of advising business
processes, functions, and resources within the
School of Business

Manager

Academic Advisors (Business), process
analyst, change leader

December 17, 2021

Plan and facilitate student feedback sessions

Academic
Advisors,
Guiding
Coalition

ODS, academic advisors, manager, students,
student Association, change leader, TMT,
stakeholder support committee (SSC)

January 28, 2022

Present findings and recommendations for
transition AVP, Dean, and Associate Dean

Change
leader and
Manager

AVP, dean, associate dean, director, academic
advisors

February 1, 2022

Develop transition plan to centralize advising
work and/or resources

Change
leader and
Manager

AVP, dean, associate dean, director, academic
advisors, process analyst

February 15, 2022

Communicate vision for change and transition
plan to advising team and stakeholders

Director and
Change
Leader

Early adopters, manager, students, program
staff, service Areas, HR, ODS, academic
advisors, SSC, Director

February 16, 2022

Implement centralized academic advising under
one portfolio

Change
leader

Academic Advisors, manager, director, ODS,
HR, communications team, ITS, TMT

March 15, 2022

AVP, dean, and
associate dean to
approve findings
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Appendix D: Implementation Plan - Developing an Advising Strategy (Strategy 2)
OIP Goal: Develop a sustainable, agile, and adaptable academic advising program within a Polytechnic environment that supports a diverse student body
while optimizing resource utilization.
SMART Goals/Objectives

Lead

Stakeholders

Completed by

Meet with Organizational Development Services to
discuss facilitation and expected outcomes of
sessions, identify session format, participants,
facilitators, guiding questions, and plan for
delivering sessions

Change leader
and Guiding
Coalition
representatives

ODS, director, academic advisors, students,
service area staff, program area staff, TMT

February 28,
2022

Facilitate 4-6 engagement sessions with a mix of
stakeholders’ representatives from across the
institution, Co-create visioning statement for
advising function, theme responses and form
strategic objectives

Guiding
coalition
representatives

June 30, 2022

Conduct environmental scan of best practices in
academic advising

Change leader

ODS, change leader, academic advisors,
students, service area staff, program
assistants, instructors, program chairs, senior
leaders in the programs, stakeholder support
committee, Ombud’s, student resolution
officer
Library services, academic advisors, guiding
coalition

Consolidate and integrate feedback from
stakeholder engagement sessions and
environmental scan of best practices

Change leader

ODS, academic advisors,

August 31, 2022

Facilitate 4-6 Results Galleries* for stakeholder
feedback and validation

Guiding
coalition
representatives

ODS, change leader, academic advisors,
students, service area staff, program area
staff. Ombud’s, student resolution officer,
stakeholder support committee

December 1,
2022

Revise strategy document based on feedback from
results gallery

Change leader

Director, academic advisors, guiding
coalition, program staff

December 16,
2022

Present draft academic advising strategy to
academic program leadership for approval

Guiding
coalition and
Change leader

Director, academic advisors, program staff,
students

January 15, 2023

Approval
required

July 31, 2022

APLC to
approve

128
SMART Goals/Objectives

Lead

Stakeholders

Completed by

Present strategy to academic advising stakeholders

Guiding
coalition and
Change leader

Academic advisors, program staff, service
areas, student association, students

February 15,
2023

Communicate developed strategy to broader
Polytechnic A community

Guiding
coalition and
Change leader

Stakeholder support committee, director,
AVP, APLC, communications team, early
adopters

Ongoing after
February 15,
2023

Approval
required

Note. The draft results will be displayed on the wall along with a results map that provides a visual representation of how each result
ties into Polytechnic A’s institution-wide plan as well as the mandate of the portfolio.
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Appendix E: Polytechnic A’s Organizational Strategy and OIP Implementation

Polytechnic A’s Vision Statement:
The institution endeavors to become one of the world’s
leading polytechnics, and the most relevant and responsive
one in Canada (President X, 2012).

Polytechnic Education and
Student Success (PESS)
Portfolio Mandate :
Provide an institutional approach to
educational programming, student
learning success and student
mobility and attend to the reporting
requirements of the academic
portfolio.
(PESS mandate document, 2020)

Linkage to Polytechnic A Strategic Plan:
(Polytechnic A 2021+, 2019)
1. Our growth anticipates and meets the emergent
polytechnic needs of Province B (anonymized)
a. Optimize Polytechnic A’s Physical, technological and
human resource capacity to accommodate growth.
b. Ensure business processes are nimble and responsive.
2. We are financially sustainable.
a. Develop and implement short-and long-term financial
strategies.
3. Polytechnic education that enables transformative careers.
a. Integrate quality and continuous improvement
processes.
4. A student-centred experience beyond the classroom that
supports and inspires lifelong success.
a. Create support structures and opportunities that enable
student success.

OIP Objective:
Develop a sustainable, agile and adaptable academic
advising program in a Polytechnic environment that
supports a diverse student body while optimizing resource
utilization

Transition Services (Advising)
Portfolio Mandate:
Ensure students have access to
supports and services to successfully
transition into Polytechnic A,
through Polytechnic A and out of
Polytechnic A into the workforce
(PESS mandate document, 2020).
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Appendix F: M&E Plan - Centralized Advising Model (Strategy 1)
Tactics

Output

Indicator

Means of
verification

When will we
collect it?

Who will collect
it?

Present
recommendation
and change vision

PowerPoint
presentation

Presented – yes/no

Field notes

Sept 30, 2021

Change leader

Decision point

Approval

yes/no

Field notes

Oct 15, 2021

Change leader

Establish
stakeholder
support through
teaming

Committee and
transition
monitoring teams
are formed, and
understanding the
impact of change
through feedback

Attendance sheet,
outlook calendar,
group discussion,
and surveys

Ongoing, and at
each event

Lead facilitator

Analysis of
academic advising
business processes,
functions, and
resources within
the School of
Business

Report on findings

Completion,
number, and
profile of
participants,
number of
meetings, feedback
and concerns
gathered
Completed report

Word document

Dec 17, 2021

Change leader and
advising leaders in
the School of
Business

Plan student
feedback sessions

Engagement plan is
developed

Completed plan,
advisor facilitators,
session dates, and
format are
determined,
guiding questions
and activities are
developed, and
data to collect is
identified

Word document

Dec 1, 2021 to
Jan 5, 2022

Academic advisors
and change leader
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Tactics

Output

Indicator

Means of
verification

When will we
collect it?

Who will collect
it?

Conduct student
feedback sessions

Facilitated sessions
and increased
stakeholder
awareness

Number of
sessions, number
and profile of
participants, data
collected as
identified in the
engagement plan

Focus groups,
carousel activity,
surveys, townhalls

At each event

Lead facilitator

Present findings
and
recommendations
transition to
advising leadership

PowerPoint
presentation

Completed

Field notes

Feb 1, 2022

Change leader

Develop a
transition plan to
centralize advising
work and resources

Transition plan

Completed

Word document

Feb 15, 2022

Change leader

Communicate the
vision for change
and transition plan
to advising team
and stakeholders

PowerPoint
presentation,
townhalls,
increased
stakeholder
awareness

Number of
sessions, number
and profile of
participants,
stakeholder
understanding of
proposed change
and next steps

Field notes, outlook
calendar,
attendance sheet,
surveys, questions
asked

Feb 16, 2022,
ongoing, and at
each event

Senior leadership
and change leader

Formal
centralization of
advising function
into one portfolio

Centralized
academic advising
function

Number of advising
appointments,
advisor and student
satisfaction, School
of Business
satisfaction

Appointment
booking tool,
surveys, focus
groups, 1:1
interview

4-6 weeks after
transition to form a
baseline

Advising
supervisors and
change leader
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Outcome/Measures of success

Indicator

Means of
Verification

When will we
collect it?

Who will collect
it?

Increased student satisfaction

Satisfaction

Surveys

After each session

Academic advisors

Increased staff satisfaction

Satisfaction

Surveys, 1:1
interview

Quarterly

Supervisors

Increased productivity

Number of advising
appointments,
workshops
delivered, staff inservice sessions

Appointment
booking tool,
workshop
registrations, and
HR event
registration tool
(baseline data)

Ongoing, and after
each event

Supervisors

Increased efficiencies

Number of
improved business
processes,
productivity/# of
staff, no-show rate
for student
appointments

Audit of processes,
and advising
appointment
booking tool,
student and staff
feedback

Quarterly

Academic Advisors,
supervisors, and
change leader

Key Evaluation Questions:
1. How frequently were stakeholders engaged?
2. How frequently was progressed communicated?
3. Which activities worked well for stakeholder participation and why?
4. Which activities did not work well for stakeholders and why?

5. What adjustments were made to the plan and why? How was the timeline impacted?
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Appendix G: M&E Plan - Developing an Advising Strategy (Strategy 2)
Tactics

Output

Indicator

Means of
verification

When will we
collect it?

Who will collect
it?

Determine
stakeholder
participation for
strategy
development
sessions

Stakeholder
participation list is
created

Completed

Word document

Oct 15, 2021

Change leader

Plan stakeholder
engagement sessions

Meetings with
Organizational
Development
Services (ODS)

Number of meetings

Outlook calendar

Ongoing

ODS

ODS facilitator is
determined, session
dates and format are
determined, guiding
questions and
activities are
developed

Word document

Feb 28, 2022

Change leader and
ODS facilitator

Stakeholder
engagement plan is
developed

Disseminate
reference materials
for strategy sessions

Acquisition of
knowledge

Completed

Email
acknowledgement

A week after
email is sent

Change leader

Facilitate
stakeholder
engagement sessions

Stakeholder
engagement
sessions

Number of sessions,
number and profile of
participants,
stakeholder
understanding

Outlook calendar,
Attendance sheet,
Survey

Ongoing and
At each event

Change leader
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Tactics

Output

Indicator

Means of
verification

When will we
collect it?

Who will collect
it?

Facilitate
stakeholder
engagement sessions
continued from
above

Vision statement,
themed responses,
and SMART goals
are developed

Vision statement,
themed responses,
and SMART goals are
developed

Poster Board and
word document

Last session

Lead Facilitator

Conduct
environmental scan
of advising best
practices

External scan
report

Completed

Word document

July 31, 2022

Academic Advising
Supervisors

Consolidate and
integrate feedback
from stakeholder
engagement sessions
and environmental
scan of best practices

Draft strategy
document

Completed

Word document

Aug 31, 2022

Change leader

Facilitate
stakeholder
validation and
feedback sessions

Stakeholder
validation and
feedback sessions

Number of sessions,
number, and profile
of participants,
stakeholder
satisfaction

Outlook calendar,
attendance sheet,
and survey

Ongoing, and at
each event

Lead Facilitator

Revise strategy
document based on
feedback sessions

Finalized strategy
document

Completed

Word document

Jan 31, 2023

Change leader

Present draft
strategy to
leadership for
approval

PowerPoint
presentation

Presented and
decision

Field notes

Jan 15, 2023

Change leader
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Tactics

Output

Indicator

Means of
verification

When will we
collect it?

Who will collect
it?

Revise strategy
document if required

Finalized strategy
document

Completed

Word document

Jan 31, 2023

Change leader

Present strategy to
academic advising
stakeholders

PowerPoint,
townhalls,
increased
stakeholder
awareness

Presented, number of
sessions delivered,
number and profile of
participants,
stakeholder
understanding of
proposed change and
next steps

Field notes, outlook
calendar,
attendance sheet,
survey

Ongoing, and at
each event

Change leader and
project sponsors

Communicate
strategy to broader
Polytechnic A
community

PowerPoint,
townhalls,
increased
stakeholder
awareness

Presented, number of
sessions delivered,
number and profile of
participants,
stakeholder
understanding of
proposed change and
next steps

Field notes, outlook
calendar,
attendance sheet,
survey

Ongoing, and at
each event

Change leader and
project sponsors

Outcome/Measures of success

Indicator

Means of
Verification

When will we
collect it?

Who will collect
it?

Increased stakeholder understanding of
the change initiative

Understanding of
change initiative

Pre, during, and
post surveys

At the onset of
the change
initiative, six
months into the
change, and at
the completion
of the change
initiative

Transition
Monitoring Team
(TMT)

136
Outcome/Measures of success

Indicator

Means of
Verification

When will we
collect it?

Who will collect
it?

Increased stakeholder involvement

Number of activities
each participant
attended and number
of communications
subscriptions

Attendance and
event records,
communications
analytics

Ongoing

Lead facilitator
and change leader

Increased student satisfaction

Student satisfaction
and quality of
academic advising
session

Surveys, focus
groups, audit of
advising sessions,
student stories

After each
advising session,
quarterly

Academic
Advisors,
supervisors, and
change leader

Increased staff satisfaction

Staff satisfaction

Surveys, focus
groups, 1:1
interview, staff
stories

Quarterly

Supervisors and
change leader

Increased productivity

Number of advising
appointments,
workshops delivered,
and staff in-service
sessions

Appointment
booking tool,
advising notes,
workshop
registrations, and
HR event
registration tool

After each event
and quarterly

Supervisors and
change leader

Increased efficiencies

Number of improved
business processes,
productivity/# of
staff, no-show rate for
student appointments

Audit of processes,
and advising
appointment
booking tool,
student and staff
feedback

Quarterly

Academic
Advisors,
supervisors, and
change leader

Increased institutional credibility

Executive leadership
feedback

Survey and
leadership meetings

One-year postchange

Change leader
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Key Evaluation Questions:
1. How frequently were stakeholders engaged?
2. How frequently was progressed communicated?
3. Which activities worked well for stakeholder participation and why?
4. Which activities did not work well for stakeholders and why?
5. What adjustments were made to the plan and why? How was the timeline impacted?
6. What key improvements have been noticed?
7. In what ways, is the service model supporting a diverse student body?
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Appendix H: PDSA Cycle 1
•Stakeholder group decide to
adapt the process to test
gathering student feedback.
Instead, a carousel activity
will be used and each
facilitated session will have
one advisor from the School
of Business.

•Test using focus groups to
gather student feedback, use
standardized questions and
structured format, make
prediction about attendance
and engagement, identify
data to collect

ACT

STUDY
•Stakeholder group analyze
the data, identify common
themes, key learnings may be
identified such as the
structured approach did not
work and student
engagement was higher when
a School of Business advisor
was one of the facilitators

PLAN

DO
•

•Academic advisors run the
test, collect required data,
document problems,
unexpected findings,
observations

Note. Adapted from Systematic review of the application of the plan-do-study-act method to improve quality in
healthcare, by Taylor et al., 2014, p.292. In the public domain.
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Appendix I: PDSA Cycle 2
•Based on the study phase,
stakeholder group decides to:
modify changes, expand to
other schools, or abandon

•Test using carousel activity to
gather student feedback, use
standardized questions in a
non-structured format, make
prediction about attendance
and engagement, identify
data to collect, ensure an
advisor from the school of
b business is a co-facilitator
for each session

ACT

STUDY
•Stakeholder group analyze
the collected data, identify
common themes, key
learnings
identified/unintended
consequences/surprises,
successes/failures/etc.

PLAN

DO
•

•Academic advisors run the
test, collect required data,
document problems,
unexpected findings

Note. Adapted from Systematic review of the application of the plan-do-study-act method to improve quality in
healthcare, by Taylor et al., 2014, p.292. In the public domain.

